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PREFACE

- Minority women are faced with both racial and sexual discrimination in the
world of work. They have been ‘at least partially excluded from the benefits
" of the thrust of the civil rights movement of the 60's and the women's move- .
ment of the 70's. Although minority workers have had increased opportunities K
in the last two decades, they have still.not caught up with the mainstream -

of American workers. s

, According to statistics from the ‘U.S. Depairtment of Labor, the proportion’
of minority women in the labor force exceeds -that of white women in-all age
groups: 25 years and older. However, bécause of occupational "segregation -
. due to racial and sexual disgriminayion,Amany minority workers remain clus- o
' N > i

. ‘tered in Tow=paying .occupatiors. -
d Studieﬁfhavé~a1Sokéhéwh, for'examﬁle;\that,BJack’women start their careers

"in lower-status jobs ‘than white women do. _And with the exception of some
professional positions such as teacher, Black,women remain concentrated in

the less.desirable jobs. _ ' T .

The meCian wage or salary income: of minority women,.like that -of white L
women, is substantially Yess--than the income -of men, whether white or T
minority. Fully employed: minority women continue to earn less than white
women, “although the earnings gap is narrowing. In- 1974, women.of minority
races who worked year round at full-time jobs had a median income of $6,611--
94% of that .of white women, 73% of that of minority men and 54% of that of
white men. These earning gaps may be partially attributed to cccupational
segregation. A case in quf; is the fact-that the largest number of'Black

‘women -are-empioyed in serv ce.occupations and in private household work,

the lowest paying“ot all odcupations. T -

» Statistics also indicate th;ﬁ lack of education is not a predominate factor
in the underemployment of minority women. In fact, minority women workers
have 12.4 .median years -of schooling, with 65% having~hich school diplomas
and 12% having. 4 or more y. rs of college. Although this is comparable
to 12.6 median years of scho ling for white women, research shows that
Black women.do less well in-t.> labor market than white women of comparable
education and.experience. .

A Although many businesses and industries conduct training and upgrading pro-

: grams, women and minorities have not fared well in being chosen to partiipate
P, in these programs. Thus, these types of programs have had little impact on

- Jower-wage workers. )

f : In summary, the pattern af the above information indicates that minority

. women .are. seriously uiideremployed. -One response-to this problem is the

3 . 'development by minority women of specific professional skills and personal
: knowledge that can raise both their actual status within the work force

.:.._‘- - —- —2and-their -expectations - T T L ’
i P .




- > T .~ " L™ AR
™ v

L N -

AJFaciTTfifa}

-

The Division of Women's Programs in the College for Continuing Education
at Drake University, Des Moines, Iowa, has been in existence for.10 years.
During that time, it has-developed extensive continuing education programs,
ificlyding career planning courses, maragement training, counseling on educa-
tion and careers, and training in communication skills and assertiveness. ©

. The Division has also worked cooperatively with numerous organizations such
as ‘NOW, AAUW, Iowa Department of Public Instruction, Iowa Commission on the
Status of Women, Des Moines Joh Service, and Narthwestern Bell Telephone.

Drake University's Division of Women's Programs is recognized as having the
most extensive program of continuing education services for women in Iowa.
Begause of this experience, the D1v1s1on has been requested to consult with
other colleges. *

Originally, the Division of women‘s'Programqswas concerned with designing
programs thai would be relevant for all women, regard]ess of race, class or
status. Such . programs included ‘the establishment in 1974 of a Job and Educa-
tional Referra] Seryice to provide free education and employment counseling
to women on a one-to-one basis. This service was the basis for the establish-
ment in 1976 of a Community Career Planning Center for Women, in cOopération
with the Des Moines Junior League.
It became apparent that minority women were not fully ut111z1ng the available
services of the Division of Women's Programs or the services of any of the

® other educational institutions in the greater Des Moines area. Even work-
shops and seminars in career planning that were offered specifigally for
and promoted among minority women had difficulty recruiting par%?clgiits

In an effort first to understand and then to alleviate this problem, the
Division of Women's Programs submitted a proposal -for an $18,000 Title I
grant to fund a specialized outreach program aimed at'assessing the needs

of and developing training models for employed minority women. The one-year
grant, ‘which was awarded in December 1976, was to be conducted at the Com-
munity Career Planning Center for Women. N
The project was staffed by a Director, who was Black and female. She was
assisted by an extensive Advisory Committee, composed of a wide representa-
tion of minority and nonm1nor1ty officials professionally involved in
educational training, employment services, personne] work and equal oppor-
tunity services. The project was faced with several tasks: .

1. Discovering why minority women were failing to take advantage of
the resources and educational _programs in the Des Moines area.

2. Designing and 1mp1ement1ng a survey for erployed minority women
to assess their needs in ‘the area,of career development.

3. Designing ‘and implementing career deve]opment workshops in
response to the indicated needs.of minority women.

A needs assessment survey was developed by Yvonne Gates, Project Coordinator,
and Richard Brooks, a Drake University Professor of Education. The survey
was administered to a+10% sample population. of the 3,100 employed minority
women in the Polk County area.

8
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" The survey indicated that the reasons'iinorityrwcmen in the Polk County ¢
area were not utilizing career planning centers and continuing -education
programs were as .follows: ~ . .

1.

Y

égcausé the vecruiters, trainers or counselors in existing pro-
grams were, with few exceptions, white, middie-class ‘women.
Because most of the publicity was geared to white women.
‘Because most of the institutions offering the services were seen
as too muéh\a;pg[p‘of the white, middle-class establishment and

were not perceived-as. understanding the unique problems facing
minority women. , .

Because the cost was prohibitive._

Because the ‘womén had problems related ‘to child éare and transpor-
tation: A . . ®

2.
3.

s and related factor was that the primary focus for minorfities
in general, as well as ‘for minority_women, was simply to get a job, rather
than to develop potential or to plan careers. ' ' .

Another significant ar

The survey also indicated that the ma

, jor'obsfaCTes in the attempts of employed
minority*women to advance were: )

lack of education ’
lack of opportunity
personality congﬂict§
discrimination

1.
2.
3. )
4. \

Minority womeh felt that their most important educational needs were:

1. career planning

3.
4,

supervisory management skill
basic mandgement skills

development workshops were designed:

E]

These workshops were implemen%ea loca

grant.

[

The Division of Women's Programs rece

I
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. Based on the information gained in the needs assess

1. Minority Women's Survival Kit:

ment for Minority Women
2. Career Planning for Minority Women
3. Management Basics for Minority Women

Equity Act (WEEA) grant during 1978-79 to refine, validate and develop training
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manuals for these workshops. A 51gn1f1cant part of this process was conductlng
a national.seminar for pegsonne] involved in the area of career:development

for mirority women. The purpose of the seminar was to introduce the three -
workshops natlonally and to have them critiqued by others in the field. The
input from the seminar, in addition to-feedback received 1oca11y frém minor-
ity women who participated in the workshopgs, was utilized in deve]oplng

what we fee] to be very relevant, useful information and exercises.

-

At this p01nt we want to share some of the knowledge we have acquired “in
the two years of this project.

First, through trial-and-error efforts, we have discovered that the following
are important characteristics. for workshop facilitators to possess:
.
Facilitators must be minority women. )
2. Facilitators must be competent and confident profe551onh1 wémen”
who can serve as roie models for workshop participants.

3. Facilitators should have good contacts and rapport wlth the 1oca1
business community. ) \ N )

4. Facilitators should also have good contacts and rapport with the
local minority community and socia\] organizations.

5. Facilitators should have good workshop leadership and/or teaching .
skills.

3
' &%. Finally, facilitators should have a good hlstorlcal and sociological
understandlng of -American minority relations.
We have a]so found that thn workshops should be limited to minority women,
both as participants and as facilitators.

These manuaLs have been designed so as to allow an opportunlty for facilita-
tors to share their own personal knowledge and expertise in career development
with participants, and also to allow participants to share their own thoughts
and ideas about the subject matter. It helps to establish a confidentiality
policy for all personal sharing among facilitators, participants and role °

. models. This encourages thé development of a high level of confidence and °
trust so that valuable information can be shared freely.

/ Recruitment of potential participants is also an important factor in the

] success of the workshops. Support by local business, industry, and com-

munity and social organizations is imperative and requires that facilitators

and/or project coordinators personally and thoroughly explain the purpose

of the prugram. It is always a good idea to design and print flyers and/or

brochures explaining the workshops and to distribute these to emp\oyers,

minority women and other interested people. Make use of public :rvice

announcements and radio and TV spots, as well as other media resources such

as newspapers, to publicize your workshops Once you have successfully con-

ducted one workshop, participants' word of mouth will also provide your program

—with--good -publicity. —

Lt Cpchosn

Stanlie M. Jacksch 1 %
Editor f}
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] . NOTE TO THE FACILITATOR

This manual ‘contains materials for participants'és well as -for’ facilitators
of the Management @hsics Workshop ¢

Those matgrials intended solely for
use by fau1]1tators are SO labeled

A1T other materials (the sheets not,

marked "Fac111*ator“) are 1ntended to be photocopied in quant ty for use
by participants dur1ng the werkshop.

3
. A

Y

It is recommended that fac111tators provide each parth1pant w1th a note-
bodk made up of copies of the relevant pages of this manua! Fac1]1tators

should prepare these participant notebooks well in advance of the workshop
and d1str1bute them during Session' I.

0 " ? N \\\
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: o INTRODUCTION -
R ) - . S ~ :
“:c - ) » - " - N . > ) ‘
e . Management Basics for Minority Women is a six-session (14- our) workshop. :
(ST It is designed for mindrity women who-are in nénsupervisor positions or s
“ new to the work forcevandéwho~arg,Qbﬂcérned;with_aq¥anggme t into management ¥

Pha T positions, It should be presented as one.of three: workshops specifically :
i .. qe§jgnedftg.méet,thg“nggg§wof“emp19¥gg}minorT;y women . :
- ;The‘@5n5§é@§niiB§§ﬁp§;erkshdp«eﬁphagiZés,thhgégimpggtant areas. The first ' L*ﬁj
fe-me - tWo-Seéssions {5 hours) are devoted: to ‘the development of co munication - —- .
Lo skills. The ‘second two sessjons. (5 hours) are-devoted to the’ development :
e of decision=making skills. The.final two-$essions: (4 hours)|are concerned :
-+ MWith the-area of working with pedple.. ' 5 s
§Jof; i Thjsagorksﬁépuhés?at'jeast four ﬂgarningfobjectives. Upon completjon of 8
§00, 7 the'vorkshop, participantsShould-haver |- T - - — \ 3
% ' Vl 1. fBasiékkhOWJgdge1qf*thg.élgmeﬁtSMOf'ménaggment. | z
e -2 AWﬁ?éﬁéés‘gﬁa~3h${éh;.rggapdjhg.the social and interpersonal dynamics 3
. -affecting minority women~in employment. - ¢ ?
= .. 3. The Q@iiTtl;téfépb]y;priﬂgjpjgidandxptbcessKin~degision making. | 7
i |, 4. Tncreased knoWlesge and' self-awarefiess. in communication and inter: ;
L* " action_with others, - : | - :
The goals: of this. workshop. are -to. proyide.iinority women with an opportunity

T to -become -aware- of basic-qualifications for management positions and to- begin

. © . -assessing their own.qualifications for management. Thé workshop. provides L3
St participants with :anobportunity. to. begin to determine: if they have -manage- 4 1
Fo . ment-potential and if they are interested in pursuing-a career in management. :
. One of the interésting hidden goals. (by-products) -that -develop-out. of these o
R workshops is the growth of a peer:group_support. network. Participants_share .

e ‘experiences from their areas of employment -and- share the experience of the

o workshop:. They are -éncouraged to keep in touch with-each other and to pro-
S 'vide each other with whatever help and/or information they can. This growing

i support network, although at first unintentional, has been one of the most
i + - . -important outcomes of ‘the workshops. , ° ~ .

Following is an: outline for each session of the workshop. Please note that

some ‘sessions may appear to-be more..complete than others. This is because

L. . some’ sessions are devoted to Tecturettes. Others sessions are concerned

i ° With interpersonal sharing and/or exercises that seek to provide an experien-
: ) tial-activity pertinent to the theory-based material. Processing of this

N material is essential to ensure maximum learning, but it also takes a good

- deal 6f time. L '

: You wil¥ want to. provide participants with a copy of the workshop outline so

N fthatfthg¥~can follow. the presentation .and be prepared for their homework

‘ -assignments. : o . .

) \
S . . < ;
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LS T T T TTIo T




WORKSHOP OUTLINE

Session 1: Introduction and Communication Skills
«int?odugﬁﬁbn

Welcome oo -
. Faculty 1ntroduct1on -
- . -Administrative deta1ls '
Pre- workshop quest1onna1re
~~Jntroductony exercise _
Workshop ‘objectives ~—~ ~ " e e

Definitions

Management - . . ) -
Organizational structure '
Managerial:.climate

-

Commuinication Sk1lls . ' \

Def1n1t1on — .. >
Johar1 window
Johnson-Jackson window

Homework~—L—-——_-_em__‘w___ﬂ;;;;hl.-

e
———
N S

Prepare a. 2-m1nute speech. on your orqan1zat1on (choose one of
the following).

1 0bta1n and- exp1a1n -an organ1zat1ona1 chart

2. Look at the: personnel prof11e .of your organization and
_determine where ‘the women and minorities are located

“in -your: organf“ation*~~ e S -
3. Explain, what 'your role is in your organization

Read the: 1nformat1on on . feedback

Sess1on 113 'C0mmqn1cat1on Skills (continued)

\Feedback . : o ) \

TS N gl gty
e T b

Fac1]itators wi]l share and explain the organxzat1ona1 chart of
‘their organ1zat1ons

.Speechas - - ‘ ; .

-

Two-minute :speeches
Feedback:
Assertiveness,in commun1cat1on




T Homework: . K ‘
“ g ) ‘ v
. - Read "Overview: Decision Making" ' S
- ) Complete the assigrment sheet on decision-making awareness ’
S Sessjon. II1: Decision. Making _ \
é‘ - ‘ . " Definition of a Decision: Overview ; ' B
i B Two coptional. approaches to decision making ' ' T i
P N : Elements .of decision making . - o S
i _ “Ap.affair of the:mind" E “ ‘ _ :
) Fateful mistakes . ' oL
PO e »-Interd1sc1p11nary framework , ) .
i Sl Psycho1ogy of decision’ mak1ng - . ' e ]
SR Categories:-of -decisions v e

Leve]s of complexity“' e

-—
L —

R e ~ H
: ) Components of ‘the: Comp]ex DeC1s1on-Mak1ng Process _ e
S . Ident1fy the-problem ' ' ‘ SRt
i - : _Search identify and 1ist alternatives Y-
N . Choose: the altérnative that is the most des1rab1e and the most ;
$TL ) . feasible - : .
i * . .Act on the choice .
PA . Evaluate (feedback) \
e Homework R - R
3?;'kw . Decision-making activities (mid-session assignment) . :
N T - — , s T ' ‘
. . Session 1V: Decision Making (continued) TUTTTEEE e O
I . ]
¢ a ¥ ‘
T Review Questions )
- - Group Decision.Making... = .= _. - - _ }
;.J ' Dec1S1on-mak1ng exercise ' ' ‘ ?
o ' Desirability-feasibility chart <
i ‘ Group -exercise !
‘ { . - :
: . Session V: working with Peop]e? . : :
a . S 3 I
! Review. . . N
i , Panel Discussion: Manageria] Women ~
%E | Proofems encountered by minority women- in managerial positions k ' §
et Effective methods of coping with these problems (and ineffective - i
Lo methods of coping with these problems) y
. ‘Advantages ard d1sadvantages of minority women ' C
- ) Adv1ce to women who aspire to management positions ',

v

. ~3

a«.u—..e.-., [ . ) . .

e e N - ¥

v e e~ - f ¢

- T e e - . N :
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".Session VI: Working with People (continued) -

30

S Feedback-on Parel Discussion |
oo - Summary
Validation exercise . .

e : " Workshop evaluation form
C Workshop objectives
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- Facilitator

~ RS S - S

WORKSHOP TIME - SCHEDULE

‘Sessﬁon I: Introduction and Communication Skills

Introduction (45 minutes) .
Definitions (45 minutes) 2
‘Communication Skills (1 hour) -

SesS%oﬁ II: Commupnication Skills (continued)

Feedback (45 minutes) ‘
' . Speeches. (1 hour 45 minutes)

Ksegsfbn III: Decision Makiﬁ§" C "*5f

Definition of a Dec1s1on 0verv1ew {1 hour 30 m1nutes)
Components of the Complex Decision- Mak1ng Process (1 hour)

SeSS1on IV‘ Dec1s1on Mak1ng (cont1nued) G

Réview Questions (1 hour 30 m1nutes)
—. Group Dec1s1on Making (1 hour)

%

Sess1on V: Nork1n§“w1th Peop]e

04’)[
©

‘Review (30 minutes):
.Panel Discussion: Managerial Women (2 hours)

Session VI: Working with People (continued)

‘Feedback on Panel .Discussion (30 minutes)
Surmiary (1 hour)

’WM
{
’_I
I
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- ‘ 8




IR o
\ _THE LGGISTICS o

What follows is a brief\list of things to be done by facilitators in prepara-
tion for the workshop. Be sure to see-the note -on page 1 regarding the "
preparation of participant notebooks. i

Six weeks to One Month ‘Before: - % \

. Mail brochure and application forms to potential participants and/or
' personnel officers of major busineﬁses and organjzations in your. com-
munity. i\ .

. \ ,\ A
Contact Tocal newspapers, radio and TV to pub]ici%e the upcoming workshop... :

gontéct profesSioﬁé] minority women an& ask if they would consent to ,
serve as role models foy a panel discussion. (See Session V.) X -
. ‘ X . ) . \ ‘.‘ -

"Iwb‘ygeks Béfore:

Mai1'confirmatior letters to participants. Include alreminder about "
dates, "time and place. \

Compile workshop materials:

Workshop .outline c
Participant notebooks .

Name tags ’ )
C.E.U. registration forms (if applicable)
2re-workshop questionnaire

Workshop evaluation form

4

Y

One. Week Before: -

Compile a participants' 1ist, which should include name, address, -phone,
payment information and a place to note attendance. (It is important

’ Ep’note attendance’ if C.E.U. certificates are to be awarded at the
completion of the workshop. Participants should attend at least five
of the six sessions to receive a ‘C.E.U. certificate.)

Make sure all materials are ready.

Suggested Number of Participants: T

One facilitator works most comfortably with a maximum of fifteen par-
ticipants.

Two facilitators work most comfortably with a maximum of ,twenty-five
participants. S /

1




Facilitator . o
First Week of-the-Workshop:

Mail confirmation letters (see Session V) to role models. ‘ ‘
. Include a reminder about date, time and place and reiterate the purpose
B of the'role models' remarks.

Fifth Week of the Workshop: ‘
If applicable, prepare C.E.U. certificates for workshop participants. \\\\Q

Prepare a 1ist of participants' and facilitators' names, addresses and
home and office phone numbers. Maké enough copies to give to partici-
¢ - Pants during the sixth session of the workshop. -

One to Two Weéks Following the Workshop:

Faéi]itators meet to share workshop evaluations and to discuss any
changes (additions or deletions) 'that should be made.

Send thank-you, notes to the role mode]s; along with an honorarium
for their services (see Session III). ’

Make contact with Barticipants, if possiblie gsee‘Ngfg, p- 71)5

d : yd . R S NS — -
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. : Facilitator

WORKSHOP PRELUDE

If.you are like most trainers/facilitators, you will find yourself -
excited about the challenge of beginning a new workshop. . By now you will
have invested a gbod deal of time on preparation--reading,- taking notes,

compiling parti;ipant notebooks, and tending to ﬁub]icity and other admin151

trative details. 'You are probably wondering if you remembered to do .
everything or if you should have done somethingmeJﬁg. You may also be a bit
nervous about such unknown variables as who the bart%éipaﬁts are and how .

they will respond to’you and the workshop. & . o , ¢ sy
/ P

~_We have found that it .can be reassuring for‘facilitato;a to be on hand
ea;;;i;;;\fﬁe-fjrst session of the workshop. This will provida'you wi%h an ;
” opportun1ty to a;N;;;E\fhat\the ‘room- is--comfortably arranged and to put -on- B 345
the coffee pot (if one is available). But most\qmportant you w111 be there

to greet participants warm]y as. they arrive.. Ask each-part1cipant“to\put

‘““*"on a name tag as she comes in. It,ns helpful to remember . that part1c1pants

oL are probab]y just as nervous as'you are, if not more so.
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.7 SESSION I: INTROGUCTION AND COMMUNICATION SKILLS

INTRODUCTION

Facilitators should begin Session I ﬂ§fwe1coming ali participants in a
manner ‘that"will encourage the development. of a relaxed atmosphere for the
" workshop. Facilitators should introduce themselves individually to pa:tici-
- pants -as they'arrivé and.more fully to the group later. In Kkeeping with
.developing a relaxed atmosphere, participants and facilitators alike should
refer to each other by first names. _—

If applicabie, spend the first few mindtes of the session taking care of

. administretive ‘details, such as: filling out C.E.U. registration forms
(necessary. for ‘awarding C.E.U. certificates upon-completion of the workshop)
and"passing .out participant notebooks. *Bé_sure participants: are seated in
a circle. "Ask participants’ to spend a few minutes completing the pri-workshop
questionnaire, and .collect these forms as participants finish them.

At this point, facilitators should again introdice themselves to participants.
These introductory remarks should include information on employment back-
ground’ to establish legitimacy and credibility; they should also help
participaiits begin to relax with you and begin to perceive the workshop as.

a safe place for self-disclosure.- - ‘

Following is*an example of a facilitator's introduction: . ' g
My name is Mary Smith. 1 am presently employed-at the Department of
Social Services as a Staff Development Specialist andf§gpgnijGF’of

_Social Work Training. Previously I was employed-at the County Mental

Health Center as a Psychiatric Social Worker for 4 years. Before that,
I was -employed for 2 years at the Human Rights Commission as a Human
Rights Specialist. I was also an Assistant to the Director of Community
and Child Studies at the Child Guidance Center for 2 years. I h: -
held both management and nonmanagement ‘positions during my career.

I am married and the mother.of two sons, 10 years.old and 4 years old.

I am required-to do quite a bit of travel in my job, so I do experience
some difficulties juggling the demands of home and career. Tcday, for
example, I presented a new statewide training plan’ to the management

team at work. I have worked diligently or this task for the past week.
\Jhe plan was well received, but my family is-awfully tired of soup and =
sandwiches my laundry is piled high and I haven't set my hair in over

Then move on the participants' introductory exercise. Instructions for
" this exercise should be written on the board as the facilitators verbalize
them. Ask each participant to state:

Her name
Her place of employme




Facilitator

Her position (jcb titles are appropriate, but ask participants to
. share specifically what they do)
Something. of interest about herself
Her expectations of the workshop
Her name (again)
This exercise i5 designed to help break the ice. It helps to initiate the
process of self-disclosure among participants. Although there are many
introductory exercises that could be used in pace of this one, it has been
chosen because it also serves as a means to begin working on communication
skills. If facilitators are familiar with ancther exercise that would serve
-this purpose, it could be substituted. . o
At the completion of the introductory exercise, facilitators should spend a
few minutes briefly explaining the workshop objectives. Upon completion of
the workshop; participants should have:

~

1. Basic knowledge of the elements of manasement.

-affecting minority women ip employment.
3. The ability to apply principles and process in decision making.

4. Increased knowledge and self-awareness in communication and inter=
action with others. . X

by

Facilitators should then spend a few minutes «xplaining their expectatiqns.,:
of the workshop and/or establishing workshop ground rules. Expectations sr
ground rulgs}shoqu include the following:

S . 1. Al sessions will begin on time. There fiay be times when partici-.
. pants are unavoidably detainad, but they will be expectell to come
g . ~ n quietly so as not to'disturb the other participants.

;. 2. C.E.U. certificates cambe awarded-only-to-participants who_have
A . atténded at least five of the six sessions.

3. Pérticipants will be expected to- complete assigned readings and
. homework activities, although there will be no exams and although
/ they will not have to turn in their assignmepts.
Facilﬁtators may also take this time to establish a smoking pnlicy and a
break policy. If possible, facilitators may want to keep a coffee pét going
. and let participants know they are free to get coffee (or tea) whenever they
N wish to do so. . o

- . a

DEFINITIONS
§ " Facilitators should then spend _time defining management, organizational
2 . structure and managerial climate, using the definitions. found in the
s ‘ participant materials as a basis for ‘this lecturette.

- v

2. Awareness and insight -~garding the social and intefpersonal dynamics

e o+ a—




4 _*—- ‘

Facilitator

Be sure definitions arg understandable and familiar. Share with participants
examples of management in ‘which they may have been involved, e.g., home,
church; or social organizations.

T — e

It is important that fgci]itators carefully demystify the concept cf+management.

»

Try to use a common or familiar example as the terminology s being-defineds—— -———_
One useful example could be the church, as many minority women are frequently - :
involved with religious institutions. For example, facilitators- could point

out that the -church's human résources include the membership, the choir,

the usher board, eté.; that tithes and offerings are its financial resources;

and that the building and any machinery or equipment could be the material

resources., - :

The church is also-a useful example when you are explaining organizational

structure. Help participants to recognize the various components of the

church's management and how it affects church activities and atmosphere.

Encourage thé participants to share experiences and examples’,

]
<

. COMMUNICATION SKILLS

b3

Facilitators should then move on to a lecturette on communication skills.
The Management Basics workshop contains a section on communication for at

least two important reasons: - .

1. The qéyelopment of good communication skills increases opportunities
for minorjty women to enter management. positions.

2. Minority women have indicated, in response to the needs assessmant
survey ‘and other workshops, the need to develop good communica-
tion skills: - : '

g

The following Johari wiﬁdow* is the basis for this lecturette on giving Y%
and receivipg feedback and the concept of self-disclosure:

i

. Known to Self Unknown to Self

A [ B - . — .

Others |

Public Arena B ‘ Blind Spot

Known td

L3
¢

Private Area Unconscious Area

Unknown
to Others

*"The Johari Window:- A Mcdel-for Soliciting and Giving Feedback," by
Phillip C. Hanson in The 1973 Annual Handbook for Group Facilitators,
John E. Jones and J. William Pfeiffer, eds. (San Diego, Calif.: .
University Associates, 1973), P. 115. Used with permiss;on.

-
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—— - .__mother of two sons"). ~

Facilitator = .

Pane A S

Defined as the Public Arena: This area designates information that is known
to self and known to others. This information is generally of a nopthreaten-
ing nature (e.gv, "I have on a blue shirt today”). As the level of trust

of self-disclosure increases, this pane becomes larger (e.g., "I am the

<

Pane B "

befined as the Blind Spot: This area designates information that is known
to others but unknown to self. When a person receives feedback regarding

the Blind Spot, the Public Arena increases (e.g., "Your slip is hanging").

A. : B. y
. . Blin
Public Arena i Spot N
C D. <

Pane C .
Defined as the Private Area: This area includes information that is known

to self about self but is not shared with others, unless done so by choice.
The sharing of private information (self-disclosure) occurs more readily

as the level of trust toward others increases. This area requires that one
take risks in sharing personal information (any personal information, opin-
Jions or feelings may be used as an example in this area].

* . pane D

. DeBined as the Unconscious -Area: The information contained in this area
can represent latent potentialities, childhood memories and unrecognized
resources. This area will always exist because people are never totally -
aware of themselves. Soliciting and receiving feedback may bring things
in this area to a level of self-awareness.:

The focus of this lecturette should be on giving and receiving feedback

. as a means of reducing the Blind Spots and increasing the Public Arena
selves. Communication with others becomes clearer if information is shared
in the form of feedback. .

<

A

[ e ——————— o




ha Facilitator

Theﬁgghnson:Jackson window* is a modification of the Johari window:

Known to - Unknown to

Minority Group  Minority Grov)
Kﬁoyn to A. B. N .
D?ﬂlﬂﬂ?t Public Arena Blind Spot )
. Unknown to C. D. . e
Dominant Private Area | Unconscious Area | - -
Group B

¢ 1}

The basic theme of the panes is cogsistent with that of Johari's window.
Howeyer, the issues of race and sex- are addressed in regard to how minority
. women perceive themselves and hcw others perceive them.

Pane<A*- Public Arena ‘ . . :

‘An_example of this could be*a Black woman's wearing a red dress. This
knowiedge is, of course, known to the minority woman and to other members
of -dominant and minority groups who see her. What may be unknown" about
this example are the perceptions and/or- stereotypes of the dominant group
regarding d minority female's wearing the color red. It is ‘entirely pos-
:ib;g taétiher attire could provoke a negative reaction and/or negative
feedback. ] «

Pane B - Blind Spot

The Blind Spot may be illustrated by using the same example cited earlier
regarding someene's slip hanging. However, the perceptions of the dominant
group regarding a minority female's grooming habits or neatness may be °
biased by stereotypes and racial prejudice.

®

-

. Pane-C - Private Area

’ t
Two examples come to mind as illustrations of information known to self
or known to members of a minority group, but unknown to members of the
dom?nan§ group: .t

-

*Dgsigned by Cecilia Johnson, Supervisor, Social Work Training, Iowa -
Department of Social Services; and Stanlie Jackson, Coordinator, Minority
Women's Project, Drake University.

°
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1.. The traditional New Year's Day meal of ch%rhngs and black-eyed ‘
peas "in the Bl%ck community. . .

_ 2. The preparation of Cag1rotada (a type of bread pudding) by Mexican-
.. Americans as a replacement. for meat during.the Lenten season. o

This information may be perceived negatively by members of the dominant

group. Racial prejudice and stereotypes have traditionally been underlying

. factors in the cccurrence of negative feedback from dominant to minority . -
o groups. The result has been damaging to the identity.and self-esteem of * ., ’
minorities; it has been equally damaging to members of the 'dominant group,

Pana D - Unconscious Area . . .

L4

This area remains the same. It is assumed in the area of m1nor1ty/don1nant
¢re1at1onsh1ps that many ipteractions are dictated by conscious and uncon-

scious material. Much of this material is often:negated or verified via

-feedback and open communication. The history of negative communication

and. feedback occurring between minorities and dominant dthers indicates

a great amount of risk in sharing fee11ngs, opinions and perceptions in . e

the form of feedback. Only through,increased awareness on the part of °

ooth minorities and the dominant group can minorities take full advantage .

of opportunities in managing othqrs - . :

Facilitators should encourace participants to share thoughts, questions and®
examples regarding both the Johari and the Johnson-Jackson windows. Both , N
illustrations- provide good stimulation for participants regarding the issues . =
of communication, feedback, interpersonal re]at1onsh1ps and working in a

white, male-dominated work force _ -
HOMEWORK - . ' C , .
Review the part1c1pants homework ass1gnments--prepar1rg a 2-minute speech ;
and reading the information on feedback--as described in the workshop -
outline. )
¢ -
b (S ‘\ - A Y
[#]
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. A - PRE-WORKSHOP QUESTIONNAIRE |

Loe T . . - .- - -
™. S B P Y

~Please complete the fol1owing questionnaire.

R o N
T CNME . DATE v

" HOME_ PHONE ‘_,:wom( PHONE SR

;"AGE"- ' "":“MARITAL STATUS (check oﬁé) never marned d1vorced
ST ] 7 marnied. L widowed
e ‘-g;j' : . separateq“ .

S

?HHERE ARE: YOU PRESENTLY EMPLOYED? ARy

COMLISYORWORKEL L el

3.7"-~--,-.¥=siénhsss"»‘r~‘~~~°~'~ e zm.conz_-———‘ e e

‘:EDUCATIONAL LEVEL‘ ‘ATTAINED (check one) h1gh school . éeyear"’colﬂege
| or certiﬁcate 4-year co]legeouc 5 Master s._.____PhD, .

e fCOMPARE YOURSE F 70: THE AVERAGE PERSON: IN: OUR SOCIETY (e 5 "MUCH- LIKE A
.. ‘PERSON NITH A HIGH SCHOOL EDUCATION") IN THE FOLLONING AREAS

i
"

e T -éf" lowl _,‘AVE‘r’:ag’e; |
S TS L - S S

* L. Verbal abi]’ify’f.»

D2, {Math ab1hty

Artistchtalent v

3
g &, OrganJ zptiona-l. -a_abﬂ\i ty:
5, 5ur1tﬁngi"ési11ty-

6

Ath]etic ability; . . A

"miAj kmb's OF "_KNONL!:;DGE DO YOU HAVE, DIFFERENT FROM THOSE OF THE AVERAGE PERSON?

-

e ®
v
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VAT HAVE YOU:MADE A THOROUGH ATTENPT AT-DOING; ONLY TO DISCOVER YOU'RE
NOT 600D, AT IT? .

) ' o\ ’ | ‘ . ?

_HOw: DID -DID_YOU- FIND OUT

Please write a persona] statement expressmg why you want to take this work-
shop Please include in your statément whére you feel you are -now and how
you. think the self-assessment -and training will be he'lpfu'l to you.

! 6 N N

BOUT THIS WORKSHOP?. .. ~ . . | e
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m'~ SnE A * OVERVIEW: MANAGEMENT !

Human ‘beiings work together'ib°groups, such as'qrganizétions, cohpanjes, : .
industries, institutions, agéncies and bureaus, All groups have leaders-- '
‘either assigned or-natural. Leaders -are c¢alled managers (especially in T

business and indistry) and they are what makes a group move ahgad. : 'AE

= Mamagement is the "organ" of leudership, direction and decision making in >
" oursocial institutions. It is also. the ,coordination of the human resources,’ -
materials, methods and machiries ‘ieeded ‘to-reach a stated objective. : B

S The. role of ‘the manager is to maximize resources, both material and human,
A with which he or she works. It-is also to create a climate for a group's
s ~ Tresources to growin-value and use. C - _

?;..* - - -Aecomplishment of Fhese tasks requires the manager to possess the following
: - skills: S

_ Communication skills - . o
o « Decision-making skills. ’ “
P ) The ability to work with people

GENERAL CATEGORIES.OF MANAGEMENT =~ ,1 .

" " Top Management refers to activities concerned with policies, objectives and ALl
overall: lines of control for an entire organization. Top-management pro- L,
vide$ policy and communicates to middle management about long-range plans, K :
targets, budiets and new directions. Sometimes top managers are<‘referred )
to as: :

G Admihis}rators (especia]ly'ih.national or local public services)
i Executives (especially in corporations)

é' g These terms are often used intercﬁangeably;tthus, their meanings‘have becore
i unclear. A1l top managers, however, are.involved with decision making and
: policy formulation, '

&

Middle Management consists of group leaders responsible for carrying out _

— ’ and. ampTementing top-management decisions. They interpret policies and:

.~ . _long-range.goals and. convert them-into instructions. This is the framework - {
followed by line ‘supervisors. They have- executive responsibility for plan- . ;
ning, .6rganizing, budgeting and atthorizing materials, equipment, personnel
or other resources as needed. | v

e T
s 7 T
B

PR 9

]See-Eeter F. Drucker, Management: Tasks, Responsibilities, Practices “
- (New York: Harper and Row Publishers, 1974). Also see irene Place and i
“ ) ——— Sy lvia-Plummer,-Women—in-Management (Skokie, I117nois: VGM Career

" Horizons, 1980). T )

225 ,
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Supervisory Management has the main responsibility to get production. To )
do this, they act as a conmunication link between production workers and ‘ .
middle management. Their role is similar to that of a teacher. They make o}
sure workers know what is expected-of them, that they have. the necessary ~
tools for their work, and. that they know how to use them. They also keep

work schedules, train replacements, counsel and motivate workers, and try

to maintain a happy Nprking environment for the production group."

Line Supervisors usually come up through the ranks; therefore, they are
more production oriented than planning, organizing or controlling oriented.
Usually, line supervisors understand the environment and point of view of
production workers better than they do the language, activities and point
cf view of management. (Lots of women are in this position.)

by

~
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R MANAGEMENT ACTIVITIES

; ‘ : S

'i:~‘0rganiiingﬂ o o F

-sett1ng obJect1ves o \ _
L sidentifying functions . . . ;

-de]egat1ng dut1es
-ensur1ng accountab111ty

e s - N weee A e —

2 ‘”P]ann1ng o R T e o ST
-p]ann1ng a -course -of - act1on_that leads to a future goaT

,i},:

- .- PR
R Contro]11ng R
’ ‘.-clear commun1cat1on -channels
e .'-author1ty
. ‘«-means of neasurang progress

......

. 4, D1rect1nq . S

S 's‘taff,in‘g. - ' - L .

e .'51 Mot1vat1ng ’ 'f - L ' - ‘

o \ < .
’"Key’processes that a]] managers must ‘have a good graSp of might 1nc1ude CT
. sgch ‘items: as “the. fo]]ow1ng“" o ‘ N CLE
i 1. \Ha11ng thefabil1ty to deve1op goa]s and obJect1ves

2. Be1ng ab]e to bu11d a p]an to 1mp1ement the1r goa]s interrelating
. their- goa]s W1th ‘those: of others. S

3;‘ Being: capab]e of effect1ve commun1cat1ons espec1a11y With peop]e,
but also’ inswritten’ and formal presentat1ons.

4; Being:dble to. resolve-or balance conf11cts among work, 1nterests
and. peop]e .

5. Be1ng 'good at problem so]v1ng in a]T its phases, with work processed
“On: peop]e :problems..

6. Mak1ng -balanced - dec1s1ons--mak1ng them carefully, weighing the impor— -
tant, e]ement§ and :generally -using good Jjudgment.

7. Being able to-determine pr1or1t1es with £]ex1b1l1ty, to change them
. as, needed and to stick with them when necessary

i

l

|
1

Adapted from Irene-Place’and Sylvia P]ummer, women in Management (Skok1e,
T linois? VGM Career Horizons, 1980) and Breakthrough: Women into
‘Management by ‘Rosalind Loring and Theodora Wells, '© 1972 by Rosalind
Loring and. Theodora Weils. Repr1nted by permission of Van Nostrand Rein-
ho]d cOmpany, New York .




Managerial Climate*. °~ , R )
] 3

Rationale: It is important to undérstand patterns of organizational climate.
These underlying ph1losoph1es affect company policies, attitudes, behaviors,
opportun1t1es for .change and advancement possibilitiés. Understanding the :
manager1a1 climate is particularly important for women as they move both _ :
1nd1v1dua11y and collectively through the organizational structure. Know1ng
the organ1zat1ona1 climate in which ore is. work1ng can assist one in pre-

S dicting “where difficulties will occur, where maneuverab111ty is possible ) »*é
B ‘ andfthe kinds of opportunity that women will have to advance in management . '

.

) ey e

grgan1zatlona1 Cl1mates , - aih¥é

i s xplo1tat1ve' Makes ‘maximum use of peop]e, w1th m1n1mum concern for :

SS— .their_needs. o : : 4
AP 2." Paternallstlc. Ensures that the top. person (|1ke father) knows what's <
NI ) good for" peorle and keeps the- prerogat1ve to decide. { _ Cd

~

S 3. Consultative: Occurs ‘when-people, both men-and women, dare encouraged to i
. contribute and. :to-be- taken.seriously. Dec1s1on -making is centrally held, . 5

but consxderation is given to the experience ‘and expertise of those . ‘ :
” peOple near-the- funct1on invoived. - , : o

- 2 -

4, ‘Ega11tar1an“ Means each accord1ng to ‘his or her abilities in organ1za- \
. tional praocesses.. .Bath men. and women' ‘have ‘more impact; through using 3
their competence and: creat1v1ty .and: through part1c1pat1ng in decision .
fmak1ng, which is d1ffused ‘throughout .the organization. This climate . :
- is more coordinated than c¢ontrolled at *ne top - o, /. 7

.Organizational-climate COncepts can also be applied to departments or smaller f E
operating'groups. An egalitarian manager may, when poss1b1e, be a "buffer" =
between her subord1nates and her bosses. It is also possible for authori- -4

tarian ‘persons tosbe managing in.an egalitar1an organ1zat1on < . s

+

a
i
I3

From Breakthrough Women into Management by Rosalind Loring and Theodora
wells. ©. 7972 bysRosalind Loring and Theodora Wells. Reprinted by . -
perm1ss1on Of Van Nostrand Reinhold COmpany, New York. . ‘
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McSregor's Theory. X and Y*-

juRafﬁbna]e: ‘As-maﬁagefs-begjn,té understand why pgdgle wgék, the right
enviropment can-be set for maximum productivity. It is also important to
develop. a personal leadership style from the information, insights and
bg{iéfs'heldvabqut people. ‘What is believed about people will affect the
attitude- toward other people.

:McGregorvbelieves'that the manager's behavior is influenced by his or her
basic beliefs and assumptions about people. These beliefs are répresented
by two polarities: '

T ﬁkgor_x’ X . ’ ineory Y

_People dislike work. 'People expend effort naturally
People must be coerced, con- at work as.well as.at play.
trolled, threatened and o 'People exercise self-direction

_ pun1shed and sélf-control toward objec-

. Peop]e prefer to be d1rected N tjves to which they're committed.
they want security above all People comm1t themselves to ob-
else, - . , jectives for inner rewards and

-self-esteem.
. . People seek reSponsibility

People use.imagination, ingenu-
ity and creat1v1ty

- pEg————

h The somewhat negative behaviur o the Theory X belief produces a tense, -
restrictive, controlled, "cover your tracks" atmosphere. The Theory Y

belief creates openness, a willingness to work together and to try new

1deas, and often assists employees to develop .unknown resources

*

*From The Human Side of Enterpr1se by Douglas McGregor. Copright © 1960.
Used W1th the permission of McGiraw-Hill Book Company.
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,iSee "The Johar1 w1ndow. .A.Model for So]1c1t1ng and Giving Feedback," by
‘Phi11ip.C, Hanson in The 1973: Annual: Handbook for Group Fac111tators,

John E.. Jones and J William Pfe1ffer, eds. (Sar Diego, Ca11f.. Un1versity
lAssoc1ates, 1973) ' Used with penn1ss1on. :




" ‘Feedback is one’ tool for understanding ourselves and gaps in our communica- -

-"genieral comments like' "You're doing fine"

FEEDBACK™ N

AN

AN

tion with others. Getting feedback is one way to learn more about our impact
on other-people: what they perceive iis to say or do and how this affects
~them. It is thus an essential part of personal -development. Sometimes we
assume’ we know about how others see. us, ‘but our assumptions may be incorrect.
Women ‘in organizations indicate that they have to be particularly .ctive in
'seeking feedback from peers and .managers, because too often they are given

1 ‘ that neither indicate enactly

where they stand nor identify directions for improvemert. Sometimes the

vague ‘back pat by a manager ‘masks the manager 's..own inability te tell the
woman honestly-how she is doing. and how she is seen. In a number of organiza-
tions: in which women are breaking: through' into -previously all-male areas,

they are encountering subtle.resistances -so that®often they are the last
‘to-know,_unless: ‘they-actively seek- feedback from otherz. One woman who
assumed -her ‘managér's ‘friendliness meant She was "doing just fine" was Tired

upon retufning'fnom:é‘,acatidh»anQHdnly‘theﬁ’learned,that she had ‘been the
subject of considerable discussion at managemeht meetings. The-lack of feed-
back-gave her 16-hint -of -the impending firing -and no -opportunity to learn,

change, or ‘improve her performance; withholding feedback”can thus be one
way ‘that system: can hold women back. For all of these reasons, it is -impor-.
tant that we he comfortable with actively taking initiative in seeking feedback~ -

1. We need to know what,good'fee&back is and -how to help those ar-und us

give it to us. We-can become receptive to feedback and skilled in
-evaluating and using the feedback we.do receive, ‘

, . o ,

2. Giving feedback is 1ikewise important because it is an essential part
of communications, for it permits the others to discovar both strengths
and weaknesses and. it helps.all partiez in a relationship to adjust to
one -another and to improve their understanding.

Feedback includes skills in both confronting and supporting. Confrontation
involves directly pointing out to another person a discrepancy in his or her
behavior: between stated intentions and actual behavior, between promises
and performance, or between expectations and output. It involves the abil-
ity to be aware of lack of fit between words and actions, situations and ,°
appropriate behavior, performance objectives and actual performance. The
Tittle boy in the children's story who pointed out that. the emperor had
no clothes on was very effectively confronting a group of people with their
own blind spots or willingness to be fooled. People as well as whole systems
may be confrontéd with the.myths by which they are operating. But confronta-

_tion is only one-half of the coin; without. supportive behavior it can be a

dangerous strategy.

) *Reproduced by special permission from NTL Inctitute for-Applied-Behavioral

_ February 1975. ' -

Science, "Feedback," from NTL Women and Management Lab, Arlington, Virginia,

°
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Support involves taking the needs and situation of the other into account, '
pointing out the good as well as the bad, choosing to confront at that time
when the other is ready to hear the message. Support does not mean. that we
hide our perceptions or let the people continue to believe that the emperor

is clothed because that will keep them happy; it does mean calibrating the
message to the ears of the receiver. It also means Teaving people with some-
thing on which to build,.sbdmetning positive, and demonstrating genuine concern
for the effects of the feedback. - Women have -traditi~nally been socialized

to give support alone, without confrontation, but both skills are critical.
Some men who voice.concerns about working for or with women are afraid that °S
women managers will be too gentle and not confronting enough, that they will

‘ _ not be critical and-therefore not provide others with feedback that will aid

: d their growth. On the other hand, some men also say that they are afraid

" that women in power will only confront and not support, as a way of "paying -

men back." Learning to give good feedback can be absolutely essential for

.

N ', women in management pesitions. ;
Characteristics of helpful feedback:

1. It is descriptive rather than evaluative. Describing one's own reaction
leaves the other individual free to use it or not use it as he or she

-- -sees fit. Avoiding evaluative language reduces the nead for the other .

e to 4§i defensively. )

2. It{is specific rather than general. Specific items of behavidr are in- :
clbded‘rather than general labels or judgments. The more actual incidents :
or bits df behavior that -can be described, the more useful the feedback. '“"‘

3. It takes into account the needs of the receiver. Feedback can be destruc-
: tive when it serves only our needs and fails to consider the needs of
e the person on the receiving end. PO )

4. It is directed toward behavior the receiver can control. It is very
frustrating to be told about something over which we have no contrel.

5. It is solicited rather than-imposed. Feedback is more-useful when the °
-receiver has himself\or herself.formulated the questions or issues
around which he or she\wants feedback, or has agreed that this is the
time and place in which\gge receiver wants feedback. Effective managers
ofien define in conjunctiop with their employees the issues for which
feedback is desirable.

6. It is we]]-timed? In general,\feedback is most useful at the earliest

< opportunity after the behavior or event toward which it is aimed. (of

5 course, tinfing also takes into accqgnt the needs of the receiver, his

P or her readiness to hear it, etc.) “But stale feedback is sometimes

. worse than no feedback at all, becaugekpast history cannot be undone;

e only if past behavior and events have .q}evance to present behavior or ]
: @present feelings should they be dredged up as a source for feedback.

7. It is checked to ensure clear communication\ The receiver is asked if
he or she understood the message, perhaps is asked to indicate what he
or she heard and if this understanding corresponds to what the giver of ’
feedback had in mind. : ﬂ\\ '




8. Other sources of data are taken into account, to learn about the degree
to which the feedback.is shared by others or represents only one person's
e . .biases. If the feedback is given in a group, both thé giver and receiver
_ can check out what other people saw and felt._ If feedback is given in a
one-to-one situation, a third party may be asked to be present; this
occurs routinely in performance. appraisals in many companies.

9. }he-giver'of feedback is aware of his or her own values and emotional
* statés and how these might be affecting his or her reactions to the
other.

Getting good feedback can make use of'the§§ame guidelines:
. !

1. Asking for description rather than evaluation: ""hat did I do that made
you feei that way?" "What did you see that made you feel I was "
r "How did that make you feel when I . S '

. 2. Asking fo? the specifics, the details of what the_other saw-or-heard- -
Probing for more specific information.

" 3. Letting the other person know of, gur needs. Checking out what needs of
the giver of feedback are in operation in this situation. Indicating
. how the feedback is making us feel, whether we can continue or need to
stop, what other kinds of information would be helpful.

s 4. Indicating what the limits of our control might be, what aspects of
situations we have no control over. .

- 5. Helping to shape fhe iséues for which we'want feedback or can accept
feedback. -

6. If feedback is not forthcoming after important evenls or behavioral risks
for which we want feedback, routinely to seek it ourselves to ensure its
timeliness. X

7. Chécking with the giver of feedback to make sure we understand the mes-
sage, that what we hear is what she or he intended.

8. Asking others for their impressions, in order to check the feedback with
other sources of data: "Is this one person's impression, or do others
see me the same way?" These additional data can help us to decide whether
we want to do' anything about the feedback, whether change is indicated.
It is-also a way of putting the feedback in perspective, to see it as-— —
part of a larger picture, and thus to decrease our emotional vulnerability -
to every small piece of feedback.

9. Being aware.of how the other person's values and emotional states may
be shaping his or her feedback, and thus making a judgment about how to
use ‘the feedback and how much of it to assimilate. )

: . Sometimes the giver of‘feedback perceives himself/herself to be taking a
X ‘ grave risk, with unknown consequences, particularly if the feedback is negative

Q 5 ) 2 - ' ,‘ c)' . @-— - . ,.t;;~ “3
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or confrontative. Ironically, sometimes the giver needs reassurance more

than the receiver.of a negative message. Women, are often trapped in these

binds, on both ends of the feedback s1tuat1on )

-- on the receiving end, when men hold back their feedback for fear that the
woman will "fall apart" or from discomfort with the greater readiness
with which some women show their feelings; these men need to be shown that
the woman really does desire feedback and is ready to hear it, even if
it is difficult, and is ready to aid in making it helpful. Somet1mes a
woman may have to ask many. times for feedback before people around her
will believe she really wants it or will feel comfortable enough to give
it. (Men in organizations at the present time seem more likely to want
to protect women from tough messages than to deliver them. )}

-- on the giving end, when some women apo]og1ze for having negative feelings,
indicate their own discomfort at “"criticizing" or “confront1ng“ another
and subtly indicate that they want to be sure they'll still be loved
" after de]1ver1ng a difficult message~ Th1s, hoyeveér, deflects the re-
ce1ver s attention from the feedback he or she 1s receiving, from the
_realilearning that could be -occurring, and concentrates it on the giver.
“One consequence might be that the receiver will be unlikely to seek feed-
back from the giver again. A more effective set of behaviors involves
learning to give feedback unapologetically and to remind ourselves that
the other person may be unlikely to "love" us for it at the moment .

3
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‘ i?“ ‘ ' o Facilitator
‘v ) ) » )
. SESSION I1: COMMUNICATION SKILLS (Eonti\nued)
_ . . ] . "‘
FEEDBACK

A}

Part-of the ‘homework assignment from the first session was to read the in-
formation on' feedback. - At the beginning of Session II, the facilitators -
should spend -about 15 to0°20 minutes summarizing this informztion, making -
sure that participants thoroughly understand the concepts of confrontation
" skills and' supportiveé behavior ana how ‘they are interrelated. |
the: twovwindows :(Johari and Johnson=Jackson) discussed. in+Session I.. Qne’
facilitator might receive some. feedback from the other facilitator (e.qg., ’
"Your slip is hanging"), indicating that this knowledge ‘could .originally be
placed in: the box marked. Blind: Spot,. ‘i'.e.; known.to-others; unknown to self.
\HOWQVer,:becausefofAthe'feedback;p&béess,'tﬁ?%iknowle49e~qanﬁnqw;beap]aced
in the box marked: Public Arena, i.e,, known-to-others: known to..self. -

At thic point, facivitators may also want to explain é;;\;EEEBEEE“énJarges
our areas of relationskips and provides. information that will continue |
pe?soﬂhl»growth; Facilitators candiscuss the idea.that the feedback tool
is also a tool that ‘can increase self-esteen.. ' '

‘ Facilitators should:-d1so. present the .concept of feedback in the context of

'Participénts;shou1d then be asked to think about what they have read and:what
Ihqs‘been discqued. Allow- 5 to 10 minutes for, questions or discussions.

o

-
rra—— ey e

SPEECHES .- - - -

:Pérticipants-were also given the homework<£ééﬁgnmen§\of w%iting a 2-minute
speech on their organizations. The rest of the sessicn should be devoted

to these speeches. At this time, the feedback informision.wi11 also be used.

) , e . i, .
Facilitators shoula have on hand oné envelope for each participant with har
name. typed on it. Facilitators should also_have plenty of small slips of
paper (about 3" x 5"). : o -

While each person gives ner 2-minute speech, the other participants should
listen gn@_watch.carefully so that they can provide her with feedback.

Atithe conclusion;of each speech, the participants should write the spéaker's
name at the top>of the small slip of paper. Under that; they should write
* down-their feelings about.the spg;ker'S'épeech. .

\ 7
1
. : Speaker's Name Lk
o s - ' f
Comments ’
—
39 ‘
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- Facilitator _ _ . ‘ .
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Comments should begin with the word I ("I think(..,“ "I feel...," "I en-
Joyeds..," etc.). They should be positive and/or copstructive (e.g., "I
feel you really spent a lov/ of time preparing your speech," "I think your
speech. would be more effective if ypu could develop better eye contact").
On the back-of the slip of vpaper, the participant should write her name and
fold the slip so that-the comments are covered but the. speaker's name can be
seen. -

Speaker's Name

Comments ]
Parc¢icipant's Name .

Fold .

The facilitator should collect these feedback slips after each speech and .
should place them (unread) in the speaker's envelope. At the completion of
all speeches, the faciiitator 'should give each person her own envelope, ‘ex-.
plainirg that each person can do whatever she pleases with the feedback--
she:can read it; she can usé the information or ignore ‘the information; or,
if she pleases, she can discard the slips without reading them. Facilitators
should explain that this may be decided at home alone and that neither cam-

* ments nor what was done with the comments will be discussed again. S

There are at least four important purposes for doing this exercise. First,
managers are often required to ‘give oralireports.in staff mneetings_or to give
speeches; thus, the initial purpose of this exercise fs to provide partici-
pants with an opportunity to prepare and deliver a short speech in a supportive
environment. Second, preparing the speech requires partic{p§nts to do a little
research about their organizations; they begin to become aware of the positions
and numbers of women and minorities within their organization., Third, this
exercise gives the participant opportunities both to proyide’feedback and to
receive feedback in a supportive setting. Finally, the exercise provides
information about other organizations that participants might be unfamiliar
with. T

<
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" HOMEWORK .

’

Ask participants to read "Overview: Decision Making” and to complete the -
assignment sheet on decision-making awareness. , . ‘.
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. OVERVIEW: DECISTON WAKING® ~ < = . Lo

P +
s -

Decision s ‘the act-of -a person: in choosing, selecting or -deciding among: -

several possibilities.. ‘When a person-takes or chooses a specific action; =

she.or he 15 reauired to.make-a Commitment. of“personal resourcés that caniot . .°
+ —be-replaced. -(Examples of these-resources could be time, money, style of - :

. life, and"strongly held-beliefs.) Decisions .can.be painful, pleasant, or v
. ~‘§‘ﬁ)€iet}{-:bn@du‘<‘;ir§g; .or- they might.relieve a troubling situation. a (j .-

. iDécision.Making:.does- a1 of the:following: . S \
1. Helps.jou £6:-Facs ‘on.what. 5. really important to-you. ' 5
... 2 Caniteach-you how to evaluate afid use information ‘in making ..
.7 oyour.decisionzc . v ¢ e T T
"3, fan.provide you with Some. tecfiniques by which. vou. can identify
--'and’iexploreznew.alternatives. - =~ - ~ C
" 4. Cah encouirage’ you-to-take actionl S
- R R B “:0 = > LT h EN *

AN

-, 5. Canigive: you:more:control over:your 1ife, ‘ :

© - Learning: to decide effectivély can:lead to.divecting your 1ifemore effectively, . u’
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*Reprinted with permission from How to Decide: A Guide for Women by Nellie
U Tumlin Scholz, Judith Sesebee Prince, and Gordon Peter Miller. Copyright
° - ©71975 by College Entrance Examination Board, New York. .
- . v - -

e x
R . > M
i LY t
4
¥ v
H .
i N ~
l“x, » - *
IR S U —— CA — -
Lk k £ % mmc ot o R i o PR




N . WA - W -, .o e -
=- - S AL = [
! w2 - P
. N w - L .
AT . o 5
w € - = -
= N - v : - H .
T - ‘. - ’
- [ >
N - P - - v -
e N x
.. - .
- . » . - - -
¥ * . . 9 - ¢
L3 1 ~ ~

ASSIGNMENT o
1Al<\f,:al" (Please bring to next sess1on) - ‘

] ! . ~ . v PN d
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e

Try to bécome particular]y aware of your decxs1on-making act1v1t1es
duringfthiS“next week NN
2 In thewspace”below, llst some ofmthe déc1s1ons “your make.,“ : - ":}‘
_ PR _

nc]ude\one dec1sion }rom each oﬂ’the fo]low1ng areas- >

-

.

3 “Try
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to.
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our degisions that you wou]d be willing: to share..
w1th awcheckmark

N

]
'

-
#

.
.
. e
H
.
3
N
.
.
.
.
AT ING

SE s

1

~
o
o
[
L U PSP SR NS PRI AU SN S

|
!

e A

PRSP TP

sy

v TR a

i

e

bR




oo

| . ;t: SR ST ¢ Facjiitatorf
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‘uEFINITION OF i uscxsmn O\IERVIEN S ) SN 4

The\format of this seSSion 1sxdifferent from the formats of the first two.

sessions. Sess1on(III is primarily devoted t0 a lecturette that : ‘provides

‘basic. 1nformation ab0ut the” deCiSion-making process. Theére are a féw. very

sh:rt exerc1ses, each de51gned to heip process information from: the 1ectur-
'ete.- A ‘ . .

- t

The information in this se551onvas deveioped by Dr, Marty Prentice. ‘An. B

associate professor of managemeﬂt in the: COIIege of Business Administration, -

‘Drake: Univer51ty, D, Prdl!icem olds aB.S. degree in: psycho]ogy and: sociology

from Nashington University, ~master S. degree in. educationai administ.ation - -

from California State Coilege and. a. Ph D in. curriculum de elopment and. instruc-~‘;'
,;*=Fdesign'from 0h10 State Univer51ty Dn, Prentice. has Spent a-major :
ion ,qfessiona -areér involved. in.instructional” des 3ign, ;projéct.

ublic relations. She: was the recipient of a small igrant.from

Educat ﬁai:E&uity~Act ‘Prograiic to. conduct a.project entitled

i “‘Women' ‘in- Administration” for 1979-80. She: has: served. on. a. number-

) ‘of State’ anderegional committees .and: pub]ished 1n the area of instructiona1

adevelopment . T - LT -

Facilitat:rsﬁshould begin the session by\asking if participants have any
questionsuor thoughts they. wou]d like torshare From' the: two*prev1ous 'sessions,
Try to. dévoteé: 5 to 10 ‘minutes. to_this‘discu531on and review. Explain,the

seSSion format to participants -and -make: sure they are in com ortable 1isten-
1ng p051tionss Te]l‘th < o;take.notes if they Wish

Begin by asking part1c1pants to. refer to their notebook materials on. dec151on
making and to. follow along s’ you, lecture. Briefly reiterate the - definition
of a decision. the’ act of a pérson. in: choosing,.selecting or deciding among.
severa1§p0551biiities.. RN . o . i
“Then briefly explain the two 0ptiona1 approaches to deciSion making as a
proceSS*(see part1c1pant materia]s), as fol1cw5°

¢ 1, S ) .

R S Helter-skelter decision making

The shotgun;approach to decision- making, characterized as a spur-of-
‘the-moment data-less, and emotAon-laden decision-making process.
- (It not charaéterized as a thoughtful process.)

e

2. REAL dec1Sion making = - y

...

A rational, thoughtful approach to the dec151on-making process. The "féé
first letter of each of the four main characteristics coincides with i
the letters in the word REAL




a:. Responsibility

Th1s character1st1c requires each individual to ask herse]f the -
uestion, “Who am I responsible. to when- I make a decision?"
?herse]f her boss, her job, her spouse, her friends, etc.).

1
3

b. Emot1ona11smoor emotwona11ty

.

» > [ “ ' e TN
I N T NPT LT Fae Fr g ol IR

‘Each decision-must have a sense of caring. We must care about .

this decision after determining whom we are respons1b1e to. —m ¢

P vy S ) ’ . . e

' ' c. Authent1c’ ty—=— '
Ind1v1dua1s must be ‘authentic," or true to themselves, when
they are mak1ng a decision. This means that ‘we must be aware

- of who we are. and what : we value. ..

; ' d. Llogic’ .. ) o - : :
AR This character1st1c requires that our. dec1s1ons be rat1ona]
K
'*Here, fac111tators m1ght a]so ‘mention that every décision occurs at a-point
1n time and then,becomes a part of the next dec1S1on-mak1ng process or cycle.

To. 1ntroduce theory, exp1a1n that the dec1s1on-mak1ng process ¢an be similar
. 0 a "pet hunch," as 1n the helter-skelter approach ‘or it can be an inter-

;re]ated Thypot 1es1s, as. in the REAL approach if it is an ‘interrélated

‘hypothesis,,. wnen it can ‘describe, exp1a1n, predict, and gu1de action.

Néxt, e }p1a.n the chart that ]1sts the four elements of decision making.
Mention’ that these elements have noth1ng to do with the actua] decision 1tse1f.

3

T 1. Dec1s1on makers

Nho ‘makes the dec151ons? Aga1n, emphasize the need for each individ-
ual t6-know herself. Ask each participant to begin th1nk1ng about
her personal velues, persona11ty, percept1ons and exper1ences. : '

" 2. Decision structures

L

where .are these decisions being made? Are we making them 1nd1v1dua11y,
in a group or in an organ1zat1on9

"3. Decision process

Can be rational or nonrat1ona1 "an affair of the mind." Here 5

] the fac1h1tator can digress for a few minutes to the chart that :
.. .. depicts "an affair of the mind," using the following as a basis :

' for the lecturette. (Or facilitators can state that they will .

return to this concept once they have covered a]] four elements -

of dec1s1on making.) .

- There are three compcnents to “an affair of the mind": , . "*
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’ ax .Cognition .
The.prqtesévbfvdi5cpv¢ring, rediscovering and recognizing things.
t . . - :
oo .. b.. Production ‘ o -

Ihé:méhtal'h§e~of information: |

1)° Divergent thinking: brainstorming, unexpected, creative
- deci§ion migking. - ' g '

I 2)f=C§hve2§en§;thihking:* expéqtgq,ispécific short. answers.

Exercise: Ak participaiits the duickést way to get from one point

- Am.your City-or town to"the niext.. Spend:about -one mifiute brain-
storming thisi‘question.. lwfite,thgpanSngsgonsthewgha]kbgahd.

Ask- participants i this is an exaiiple of divergent :or convergent.
thinking,” Why?" - _' S p

-
PN

Exércise: Make-believe that you are going: to .give each partici-
pant~$500. Ak <each :participant. to ‘take: 30 seconds. to 1ist three
ways. she.would -spend ‘this. unexpected:bonus. Then ask partici-
pants; to:share their 1ists-orally ‘(write them on: the .chalkboard).

ASk jarticipants. to determine which answers could-be-classified ~ , -4
asi drvergent thinking and-which.as: convergent thinking.:and-why.

- { i n
i. et g e R . L : g .
c. ‘Evaluation. - . - Co ‘ X
Tﬁe;dgté?@ihéfjbﬁnbf:tﬁ§95U§ﬁ@biTi§¥,«Q§§anF¥wor appropriateness B
of ‘the. things ‘we-have. discovered. aiid recognized. (For example, - 3

'«if'yoyawgﬁéiQSked«ﬂhépﬁygﬁjth@qghtJW§§Qtﬁey§éét5hqliday of the Con
yeaﬁ;ﬂyéuﬁi@Fi;énjqéforEqu]uétién would: include such things X
. as _your-upbringing, -your family life and your  values. Thus, B
individial -answers to this question could easily vary.) . ; 3

4. Decision (itée]f) o l '/ﬂj
. Présenp{the last of the four elements of decisign\making.by explain- -;$§
ing that a decision can be routine, creativg, negotiated, repetitive "

or rionrecurring. , ;

. _ . . ° ' e . : A
It 1S appropriate 'at this point for the facilitator to discuss the concept %
of pitfalls to.avoid or mistakes to avoid. Begin by mentioning that one of- 5
the problems that seem to plague the decision-making procé§s is that somehow, 2
if we make a deci;ion; dt.might turn out tobe a terrible mistake.

: . . . | -
B0 This. is what is meant by "pitfalls to avoid" or "mistakes t§ avoid." Some-
el times: people seem to feel that. evervthing depends on one decision, and if

@ mistake-is made, dire consequences will result. This feeling makes some

people very hesitant about decision making, and some peopte actually refuse

R L R L

-to make-any decision at all.




] /' EUnderstanding when -and why pitfalls or mistakes could occur can be very ’

helpfu] in. overcoming ‘these féars. 1# participants can first think about
.and:‘then::remember the fo]]owing gu'ae11nes they will ‘be taking the first
. :steps toward overcomwng the pos=1b111ty of ‘making fateful mistakes.

S : iM1stakes occur when: L N
: X, i B
Ne'act w1thout know1ng what our alternatives are. ‘
" -We! fa11 to attempt to—ant1c1pate or flgure ut what the possible ] / 3
outcomes cof decisions ‘might' ‘be. ’
‘We overestimate orsunderestimate the importa e of certain information. e
We- Spend Tots: of time: co]]ect1ng 1rre1evant data. . S
We ‘make ‘the. process: too comp]ex. ) ’
We: procrastinate and make no dec1s1on at all.
) +

fMove .on. to' the. next set of ‘charts in the part1c1pant aterials. Do not spend o
much: time- on:-the: "Interd1sc1p11nary Framework" chart' ‘Mention briefly that -
thig- is Just1f1cat1on for spend1ng 2 weeks .on- dec1s1on mak1ng during the O
workshop The ‘chart. 1ndicates ‘that the dec1s1on-mak1n process can be found w5
in: almost. -every: d1sc1p11ne. If participants are 1ntere‘ted in pursuing. this R
topic further, suggest that they read the book: Man_ger1a Dec1s1on-Mak1ng - kS

[Process by E.: Frankaarr1son. _ , o

Go on to the "Psycho]ogy of Dec1s1on Mak1ng" chart Th1s hart attempts to o

0urse1ves in order for .us; to be good decis1on makers.‘

- ot

1., Do we: know ourse]ves\well? Do we: know .others: (co-work rs, spouse,
_fami]1es etc. ) we]]’ what makes -us and others, t1ck7 ow do we -

.,
©
]

°-
Q-
3,
at
ot
o
o
¢
ade
=4
=¥
.
RN
o
-
3
£
%
©
3
.
%
e |
o-
ot
=
Q
.
, O
Tt
=
[
3
v,
E
el
-—l
-t
T
]
wn
©
3
a
cr
~©
fas
=3
~ el
=
@
wn
-
A ]

2

P - 1 .
,,,/ SHds e

. taking as much as poss1b1e. Nh1ch category -do we fall into?

Research indicates that many men f1nd r1sx tak1ng to be both\chal- 3
Iengrng and’ exc1t1ng, .many women, on- thé other hand, find it 2
fr1ghten1ng ‘or scary- and shy -away from it. (While 11tt1e 1nforma- 2
tion is available, it might be interésting to research the question -
of-minority response- to. risk taking ) haum 3
Be sure to emphasize the fuct that the research does not suggest

that these characteristics-are innate. Men and women are not bor

with these characteristics; instead, they are socialized into thes N
roles. This means.that, with work, this behavior can be modified.

hY

T a4 eV g

e e

‘3. Do we need to have th1ngs spelled out For us- --must everything be
specif1c and concise--or can we tolerate uncerta1nty or amb1gu1ty7
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sFacilitator U

: Some people- :nged: to have everything specifically spelled out for
. them, ‘while. others -dre: less -concerned about. details

G For example, while one is teaching at ‘a small university, it is
TN © alwavs. interesting to note studerit” responses to-an assignment If,.
- for. example, students are assigned ito complete a -term: paper, some
have very little problem -going’ right to-work.- Other students, how-
‘ — ever, -need-to: ask many specific questions, such -as= /

T Should the paper be typed? Should it besingles, or double- or ; :
. triple-spaced? ‘How:many- words' should"bz:on -each page?’ ‘Does ‘the 7

,,,,,

paper- need to: include footnotes? ‘Should: footnotes be :at-the bottom

. of the-page-or: Canfwe Use end -notes?’ How: many: inches from the bot-
tom: 6f the' page’ should we place a footnote? Shoild. there be a-cover
page? Hhat should’ go<on.-the--cover page? “Can. you .count ‘thé cover
sheet as page A7 And. 'so “forth. .

There are‘some areaSvin~which uncertainty or -ampiguity; cannot be ,
tolerated .For. example, when flying: an airplane,.the pilot. needs:
to be- certain/of ‘the; e gg landing procedure under all circumstances
These . examples are onés found o be useful in field testing; nowever. o
facilitators sinay wish. to substitute ‘other- examples..,

/-
: 4; Finally, we also need tc. be concerned w1th defining values and e.h cs
¥ and the differences ‘between-the two, . ' 3N

- Values are personal and address the question of what is important S
. ~ to the individual. , : * e

Ethics encompass the field-of philosophy and seek to place Jjudg-
ment on: something. Organizations or groups have ethics thai they ,

are supposed :to be committed 'to as an organization or group. W
is possible for an individual to hold values that may- differ from i
her -or his organization s ethics.

Move on to the chart on categories -of deciSion and discuss the two categories
as follows: .

-~ -

1. ‘Category I decisions )
Explain that these decisions are classified as’ routine, programmable
and negotiated. A definite criterion exists for the structure of
this category of decision and is proceduralized/and thus predictable.
The strategy for making this type of decision is to rely upon
already-developed rules and principles, uniform processing and
computational techniques. , . s

. 2. Category II decisions ' : ' 0

These decisions are classified as tnique, creative and inspirational.
The structure of this category is based on unknown criteria; thus, -

o e s e e e e s e amn o i N A
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oo Facilitator: - : o

Tt is:unstructured and elusive. The strategy for méking this kind . o
of decision is reliance upon judgment and intuition, individual o
processing, and problem-solving techniques.] ‘

) ) / . - '
Ask participants to look at the classifying activity on the following page. of

their notebooks. -Using the information from the categories of decision,-ask ,
participants to determine and mark which decisions are routine and which are -
creative and to be prepared to-explain why. Then ask participants_to select

those decisions which“they are willing to share from their homework assign-

ment (Session II) and ‘to determine whether the decisions are routine.or

2% creative. Discuss the responses, making sure that the participants are clear

i . on thé differenCes between the two categories.

S ~ Next, refer to the "Levels of Complexity" chart. Explain that decision making
i can be divided into three basic levels of complexity:

LY

1. Yes/no ‘ .

S e man e
P
4

o - These are decisions that require only a simple yes or no response
(e.g., "Are you going to the movies this evening?" "Do you want
hot dogs for dinner?" '"Will you answer the phones for me while I
take a 5-minute break?"). s . :

e TN T
B | o
~ f

£ L 2. More compTex decisions . ' ) h hu‘;z

s As its name implies, this level is a bit More complex, because we are
Pe required to think about what will occur if we say yes or no to a prob- Co
' lem. -(For example, "Should I get up at 5:30 each morning?" If I ‘ 1
. respond yes, it could be because I can have a good, hot breakfast, do )
, my exercises and get some of my housework done. If I respond no, it
could be because I would rather sleep longer than accomplish all the
tasks described in my yes response.) ‘ :

Another example of this seccnd level of decision making is task deci-
T sions. Turn to the page on task decisions and quickly.discuss the :
i . elements involved. Task decisions occur when someone requests help ) ;
- and we're faced with responding to the request. It is necessary for o
L us to know what we are being asked to do, the procedures required to .
AR do the task and what part of the procedure is creating the problem.

P We must also know the procedure to complete the task and be able to .

I explain it, step by step.

2 * Exercise--After explaining task decisions, ask participants to help :
you figure out how to put your coat on. (Rules: .Pretend you have Y
never done this task before. Do not allow participants to touch you
or the coat. Follow participapts' instructions exactly, but in an

~ unusual manner. For example, if you are told to put your hand in
‘thé sleeve, put-your hand in the: bottom of the sleeve rather than

3 through the top.) This exercise is designed to reiterate the

P ) elements involved in explaining a task decision.

4

]See The Managerial Decision-Making Process, 2/e, by E. Frank Harrison, p. 14. ‘ ‘\
Copyright © 1981, Houghton Mifflin Company. ’
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Example:

1.

B A R o R N T
COmplex decis1ons -

,h¢WMWmmmmmmmwmmm

~Chobse*'

e e s v — % s me o oapmroms

Facilitator

-—

There -are: f1ve parts to a complex decision; which are described
_in: the fo]!owtng sect1on. ' : © e

e »

Identify the problem

Exactly what’134the -problem?

‘What -are’ Tyour resources’

What~ are your onstra?nts?

_-What .are: your values? - . .

Nhat, 1f any,*eth1cs are: 1nv01ved? : ‘

3

-1

Search. N S ' . ,

Nhat are. your alternat1ves?
L1st them )
e

P

b
o - -

Look at youh 11st of - alterhat1ves.
Ask yourself two questions about each alternat1ve on your list:

-Is'it desirable? L . : .
Is it feasible?. . "

Choose the alternat1ve that is the most des1rab1e:anduthe most feas1b1e.

After choosing the alternativé that is.the most desirable and- the~f
most feasible, then act on it--or do the action requ1red * t

-
>

Evaluate (feedback) ,

Ask yourself--d1d it work? Why or why not?

Then "feed" this information "back" up to A {identify the problem)
0 that you will have some cr1ter1a to use when you need to
make the same or a similar dec1s1on again.

After exp1a1n1ng this process for’ complex decision making, give an example,
using all five parts.
or 'you can use the following:

You are, of course, free to develop your own example,

Identify the problem ) n

"What should I have for dinner tonight? ‘

What are -my resources? .
refrigerator and/or freezer
#estaurant :
grocery store

[y d

e
1
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- what are my ggnstrglnts?
I'm: very ‘hungry;, so~L want something quick and f1111ng
S T have.very 11tt1e money, so- it has -to be, 1nexpens1ve
. ’ Nhat ;are ‘my-values? -
) A good, hot;'n our1sh1ng mea]
T“““'“““”“‘““f“*“‘“‘““" A*nonfatten1ng meal / =
R ‘ Nhat are. my 8thics?——— .7 '
None, n- tﬁis part1cu1ar instance- --- - .- -

2. Search 3

. ¥ s

Nhat .are ‘my a]ternat1ves? List them' _ e

- Refrigerator - 1eftover ‘broiled chicken - o i

T . S frozen ‘hot dogs ) ot T
] ‘bacon-and eggs: . : :

RE peanut butter . - . . 4

. . 'Restaurant .. - Kentucky.Fried ‘Chicken . s
. . ‘McDonald's hamburger _ - -y

‘ p1zza - SRR

3.. Choose C - ’ 4

. ‘What ds both desirable and feas1b1e? -
Restaurant - Desirable: ‘because the: food‘w111 be ready qu1ck1y
. and: Wil be‘f1111ng howl
‘Not. feasib]e--lack of\money (constra1nt) -and
And- fatten1ng)food (value)

Refr1gerator - Hot.dogs. or péaru“butter are not desirable,
.care‘to..edt :either tonight

-

. because JLidon:
- ' “They: are also,not feasib]e, because they are . °
‘ ‘ fattnning« -
Bacon..and: engsvare not des1rab1e or feasible,
! ‘for, the. same irgdsciis’ that the hot dogs or
L péanut butter are not-
Co Leftover-chicken-is.-both: des1rab1e (good the
£ © - first time):. and feasible (easy to heat and
' ' nonfatten1ng;

4. Act ' , ’

111 go home, heat-up’ the chicken and eat it

5. Evaluate =~/ ' ' ) i?

A good; hot, .nourishing, nonfattening, 1nexpens1ve meal--I'11 . :‘;
remember th1s alternative the next time I' ‘min a dilemma about what, Lt
to eat ;
HOMEWORK : |

Ask participants to complete the mid-session assignment sheet. L




\ade at a.point in time.
Each decision beconmes .a- part of the next decision-making cyc]e.

-Becisions are.
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HELTER-SKELTER DECISION,MAKING

(the shotgun approach)- -

! Craracter1zed asy
spur of-the-moment
:data-1ess
cemot1on laden

¢ ]
1

REAL DECISION MAKIHG
" (the rational; thoughtful

Characterized-by:- - L
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" - ) "

T o Theory ' "?{ I ~ Elements of Decision Making
‘(frgm "net hunch" ‘to 1nterre1ated hypothes1s) Decision makers: personal values, personality,
) . . " *  perceptions, exper1ences .
ig,-ff' St it cah.describe - . _ " Decision structures: individual -
. « Lk . . . \\ ) N * .. \ . ’ . . .
o .....x ¥t can explain . . . J ) group ‘
: . " ' ' : ‘ . organiZation
Wl ", eee.. it can predict ) : \.
R . : N ’ Decision process: rat1ona1 or nonrational’
* - - . - . "
: «..w. -it can gquide action . . - . "an affair of the mind
- ' T RS . . e . Decision: routine repetitive ’
L a . creative nonrecurring -
- . - T . negotiated
R - -l : ’ : . . . ]
SR N _ : — - o , .
}‘_ L <Y N - < N g v
2 - - - " - . . ] \ ) .
- . . . \ ) v ma—a
o, Decision Making: - "An Affair of che M1nd" ' ' Pitfalls to Avoid

. G
1- . [P

v’—"

Cpgnition (process of d1scovering, - acting wztnaut knowledge -0 a]ternat1ves

; . L rediscover1ng, and.

. _ . recogn121ng) , . - fa111ng to antic*pate probable outcomes

. "vProduction (menta] use .of’ 1nformation) - overestimat1ng or underest1mating the importance

of certain 1nformat1on

- 1. d1vergent | T
P ' : . - col]ect1ng irrelevant § format1on . ;
o - 2. convergent l ' | .
' ) - making tHe process too eompiex )
Evaluation {the- determinat1on of thé suitabil- : Do

ity,. adequacy or appropriateness . =~ making no decision at‘ail ‘:,
of the:things we have discovered ’ i :
- and recogn1zed) , Ce N -
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From The:- Manager1a1 Dec1s1on-Mak1ng Process, 2/e, by E. Frank Harrison. "
cOpyright @ 198], Houghton Mifflin Company
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DECISION: CATEGORIES 4 R

. ‘
4 - 1. ‘.‘: ’ . ,
Y- *~Category: IT:Decisions
: — un‘fque
o T creat1ve Lo 3
R 1 "@ ratio,éj e
.. unstructured A
. L L " oL N
- elusive "y . S
; ) ' unknown -criteria
- .‘.. v . “ { - . . * "F ,
: ) ure]iance upon ru]es and - _reliance. upon ‘Judgment
Sy pr1nc1p1es 1_. ' and 1nt it
S-S | e ' |
n ?§~ xuniform p¥ ocess1ng - ind1v1dUQ1ipkq¢é§sjng .
o3 I : o .
“ gomputat1ona1 techn1ques ) problem-solving techniques
,z ' L
A
¢ -? %“...}E
) i
] :g
Adapted from The Managerial Dec1s1on-Mak1ng Process 2/e, by E. Frank . V?
Harr1son. Copyright © 1981 Houghton Mifflin gompany . 3
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T \ "T:ASKfDECISIONS‘

Hhen someone dsks. for help
“How do you ‘make th1s X! mach1ne work?" | .

;4"Qi‘*Howdevyou"help‘her.or h1m?r

1. Nhat 45 ‘the. person rea]]y asking?

2, Nhat’are the procedures required. to operate the "x" mach1ne?
. 3: ‘Which procedure. is the ‘problem? - .

4. Now--and only now--can you respond
Q: -Do..you know how .each procedure (task) 1s comp]eted?

' Q:,,Can 1gu_ana1yze each JOb related procedure (task) into its component
. parts n: ordertto he]p when someone asks for help?

1. ‘Watch: someone perform the task
, 2. Rev1ew any d1rect1ons ava11ab1e
. f 3. Talk with" persons familiar with the :task.
z 4. . Try the:task yourself. - 5

‘ Q. ‘When someone asks for help, how do you decide what ‘the real prob em

. . may be? _ . ) ~
" 1. Observe informaily.
2. Request a formal demonstration. .
) 3. Question casua]]y ’ :
. 4. Conduct a structured interview.

<

P.S. If all of the above are done in an atmosphere of supportive concern,

everyone wins. -

-
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Cont1nu‘ your’awareness of dec1sion-m§kihg agtiyities, particularly those

conducted ﬂnfyegroup sett1ng.,

POSITION et o

N

,'2; Select one group dec1sion in wh1ch you have par. 't,cipated, or one that
you have~observed closely. '

» NS Y N . - ‘\
B

3. In the>space Delow, careful]y descr1be,the event, 1nc1ud1ng the fcIIQW1ng

. °

e

':lld: - :,agz the sett‘ﬁg‘_offi e, home, church other)

I3

?b;{“theﬂégruc ure (po]1cy board erk1ng comm1ttee, soc1a1 fr1ends,
.. other ,

K ’“f¢2iethe Teadership (you, Other designated person.or persons, joint,
B ~,1nfbrmalsfother) : S o ‘

A

d; 'The'part1c1pants (act1ve, passive; vo1unteer, assigned; cooperative,
antagon1st1c, other)

\

e. preparatwon for the decision (discussion, formal report, authoritarian
"edict,"” other)
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H

S - - SESSION IV: -DECISION MAKING (continued)

REVIEW (QUESTIONS

i -Begin. thi$ session by reviewing Session 1I1. Again, briefly define a decision
‘ ~-as. the act of.a person in choosing, selecting dr.qeéiding.amgng several pos- .
sibilities. Remind participants of other topics -covered, such as helter- T
skelter and-REAL decisions, categories of decisjonk and levels of complexity ¢
in:decision'making. Answer any questions that participants might have at this g
time. i : ' : e . S—

A

Bgfoﬁé moving on, elicit some feedback from participants on decision making
as’ it.relates-to their own- jobs: Facilitators may wish to ask some or all L
of the- foTTowing- questions: : ’
) LA

. Do youtféé]wyou;aré in a decision-making position in your job?.
‘lwhétﬂtypéshq%:de;isiohs do you make? - '
,;é it d{ffiédji for you to make decisions? Why or why not?
Do ybur,gﬁtjkfons affect other people? How do you feel about that?
How do you: think others feel about it? .

- " ‘Do you feel that being a member of a minority grodp and/or a woman creates

EY y ’ e
Vo K Ty s e Aty e s

°
]

RN «

Taniets T AR e e

.. a‘problem for you as far as decision making is concerned?. Why? How do
you handle this? ‘ i

4

S :

O Ny S I VTR

GROUP DECISION MAKING ,

Ask participants to choose a problem from their first decjsion-making homework
‘assignment and to.divide into small groups of three or four persons each.
These groups should share the ‘problems they have chosen and pick one problem
—to work on. In their small groups, participants should put the chosen problem
into the complex “decision-making diagram. They should first identify the
1problem; next 1ist the available resources and the constraints; and then :
'/ determine the values or ethics involved. Next, participants should complete
. f'the'~"s,efarch§' part of the diagram by listing all the alternatives. Tken par-
~ ticipants should determine the.desirability and feasibility |of each alternative 3
and choose the alternative that is most desirable and most feasible. During .o
this exercise, facilitatons should be circulating from group\to group, making $
sure that instructions are being followed and answering any questions. :

A5 AN s ex it fay

N
endt B R LY

the exercise. In each group, ask that participant whose problem was chosen :
how she feels about -the chosen alternative. Suggest that she 'act on the o
problem and sharetthe outcome with the group at a later date. :

Participénts should come back to the large group and ‘share th% results of f
e i
\

The above exercise is the basis for the group decision-making component of
the workshop. Group decision making occurs when two or more peppTe are
involved in or concerned with making a decision. It is an important process,

53 62 \ B §
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since many decisions are made by more than one person. Also, the sum of
.. individual decisions does not necessarily equal a group decision.

.‘ s

Examiple: _ ‘
A]ice,:&etty and Carol nee& to deéide from among three different alterna-- .
tives. Each indicates the order of prgference for her choices:

| Third Choice

?}rst Choice ° Second. Choice

Caral prefers C over A,

At first.glance, it may

Alice . A B c . e

Betty B c A i

- Carol _ _ C A B T
T~ ; 3
Alice ‘prefers A over.B, and:B over C. O

g Betty prefers B over C, and C over A. , . . &

and ‘A over B. .

appear that A i%.preferred to B, that B is pre-

ferred to. C; and that, therefore, A is preferred to B.and C; however,
the following" chart indicates that C is preférred to A at least twice.
This. example simply proves that it is eXtremely'difocult to use logic
or vote counting to make a -group decision that the. group is’really

pleased. about.

Marty Prentice, :Duke University College of. Business.Education, and Prudence N
Dyer, Drake University College of Education, have designed a desirability- -
feasibility chart that simplifies and equalizes the group decision-making

process. When used correctly, it also eliminates the .possibility of a strong
personality's dominating the decision-making process of. the group. 5

éach participant should be provided with three copies of the desirability-
feasibility chart (see pp. 55, 57, 60). Facilitators should use one copy
of the chart to explain the procedure. The chart is divided into 25 grids.
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Each grid represents a ranking éf-,'.desirabﬂity an}i\ feasibility. For example: .
A = alternative with the highest desirability and the. highest feasibility.
B = qiternative with the lowest desirability andafhé:10west feasibility.
C = a]terﬁatiVe with the lowesé,desirability but t e!higheéf feasibility.
D = alternative with the highes%.desirébility but thg Towest feasibility.
. . . © ‘& Y i .
E = alternative that has mediunnﬁesirabi]ity and medium feasibility.
The shaded areas indicate the followiﬁg: \\
< " #17="any alternative iﬁ‘fhese‘foﬁfggfidé would have ébbﬁe-éyerage
: desirability and feasibility. -~ . . \ .
#2 ?,alternativesfih these four grids would have below-average to Tow
feasibility and desirability. - . N
#3.= these alternatives would have Bélow-average to low desirab%@ity.but
above-average to high feasibility. ‘ \ o
# = these alternatives would have below-average to low feasibilify but

abovevaverage desirability. s

group would first need to identify the problem--the resources, constraints;
values and ethics. Next, the group would list the altérnatives, each of
which would be assigned a number. -Each member of the group would be given '
a chart upon which to position the alternatives, by number, as she or he ‘
saw fit. Finally, the charts would be collectéd and a master chart prepared
by recording Yeach person's tally. , | :

For example, five pédp]e are deciding from among five alternatives. A master .
chart might look something 1ijke this: '

Explain to participants that, to use the chart to make a group decision,\'\‘a ‘

5 , &
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From the tally, it looks as if #1 and #2 have the.highest r;ank.i,ng of : ‘
) desirability and feasibility, while #3 and #4 have the lowést rankings-in s
-+ _desirability and feasibility. { T .' e

* The alternative chosen.by the group as being most feasible and most desirable -
Cis #1, ' . ’ . : .
Facilitators should spend a few minutes’ answering any questions par;écipqnts
have. Then ask participants to take out their homework assignment from Ses-
“sion III (description of a group decision--setting, structure, leadership,
participants and preparation for the decision).. .

Divide participants into groups of from four to six persons each. Ask them

. to share their group degisions ard to pick one to work on as a group. (In-

cidentally, participants could- use this process to determine the decision

<= they will work on.) After choosing the decision, the roup~shbuﬁq‘define‘
the problem (constraints, resources, values and ethics) and determine the
alternatives, assigning a number to each alternative. Then each participant
should use her chart and determine her desirability-feasibility ranking for
each alternative. Have one person complete the master chart and,let the
group know what decision was made. =~

Come back to the full group and process the exercise.~-Facil1tators should
- ask participants what they thought. of the process. Ask them to reflect on
ways they could use it at work and/or at home) .

End the seSsion by reminding participants that a panel discussion is pianned 'l. ?
for Session V. .
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‘GROUP DECISION MAKING ~ , ASSETS OF GROUP DECISION MAKING®
philosophy’ : ' - greater sum.of knowledge or information
Yocabu ary ‘ -/greater number of approaches to a problem
personalities ; ‘ o ﬂ g
tolerances diff-~ing viewpoints 'to stimulate new thought kT

. . {
< , / A - wider acceptance of final choice ‘

{
unanimous ‘ / - reduced chance for communicaticn failure - ‘ i

_ » _i ) ’ . ey ‘ . . . o ?
majority - * / - better comprehension of decision outcome J

consénsus - j L

30l
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»
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1V - social pressure . - - odd number to prevent a deadlock .

<
e
£

;

-

3
£
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acceptance of alternative solutions . / - small enough for the reticent to participate

. /,_.——-—- - )
~ PROBLEMS RELATED-TO GROUP DECISION MAKING' GROUP SIZE¥

individual domination | / - large enough to allow one to shift roles

K .
o Nt by 3t 47 s

. = winning the decision { : / - large enough to allow one to withdraw from a
! position '

i without isolating a single member S R

\\ : X - large enough to allow majority/minority split

e i ’

s
or B s e e

L
BT .

* B . - .
From .Harrison, p. 199, ( .
+Ibid., p. 200. . \ / o "1
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. WHEN. YOU NEED .CREATIVE DECISIONS

When generating alternatives

Heterogeneous, competent persons;
a leader who encourages creative
procésses

Free discussion of all ideas brought
before the group; problem-solving
process with full' participation;
spontaneous communication

Relaxed, nonstressfu], ego-supportive;
absencé of rules, procedures and
sanctions

o

Openness, in communication; consensus;
nonauthoritarian

DECISION. STRATEGIES. WHEN- YOU ARE WORKING WITH GROUPS

WHEN YOU NEED DIRECTED DECISIONS

When making selection and--planning decisions

e

Specialists and other involved persons,
directed by a task- or1ented leader or
coord1nator

Specify objectives; iﬁteraction between
participants; focus on productivity
and goal achievement

H%gh stress and tension levels; focus on
quality and quantity commitments and
time constraints

Professionalism; objectivity; majority;
authoritarian directiveness
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.Summary: Decision Making®

A decision is not possible unless there are two or more courses of action
-to. take.

The individual makes each decision unique. Two people may face a similar
decision, but each person is different, and each may want a different outcome.,

A decision can be rated as critical or important:
1. If it has something to do with what you can or cannot do in the future.

. If it arfects others.

-

2
3. If it is important to you.
4

.. If it is difficult to resolve inmediately. .
Most people say that a decision is poor if theire$u1f is nof~what they wanted;
however, a person. has..direct .oatrol over the decision, not the outcome. A
good decision does not guarantee a good outcome, because you cannot control
the- outcome. A4 good decision, however, will increase your chances of having ’

a good outcome.,

s

A good decision is one in which the skills of decision making are used to
choose the aiternatives that are best according to the decision maker's
‘preferences. The "goodness" of a decision is based on how it is made, not
on how it turns out. A good decision could yield a bad outcome, and a bad
decision (one poorly made) could yield a good outcome.

’
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o *Reprinted with permission from How to Decide: A Guide for Women by Nellie
Tumlin Scholz, Judith Sosebee Prince, and Gordon Peter Miller. Copyright
© 1975 by Collede Entrance Examination‘Board, New York.
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SESSION ¥: WORKING WITH PEOPLE
REVIEW - . ' |

The first 30 minutes of this session should be spent on a r%View and summary

of the previous sessions of the workshop. Facilitators should .encourage |

pgrtiéﬁpaﬁts/to ask any questions or share any comments they might have about

the-workshop thus far. If for some reason you- have' been.unable to complete

any-part of the previous lecturettes or exercises, now.is the time to do that.
. . : |

P AN

H
1

PANEL DISCUSSION: MANAGERIAL 'WOMEN ‘ : !

The. last 2 hours of this séssion should be devoted to a panel discussion.
Members (of the parie] should. includé: siccessful minority women :from. your com-
funity who are-in-managerial positions in business, 'stite agencies.or educa-
tional institutions, A panél of four to six women is a. comfortable number
for discussion.. . = ' ‘ -
CH@OS@ your panelists carefully. They. should be_confident and competent
managerial women, at ease with oral communication skills.
N \

®

Be sure to contact potential panelists séveral weeks in advance, as they will
" need "to make arrangements in their busy $chedules to accommodate you. It is
not too early to call potential panelists—6-weeks to a month before the work-
" shop to set a tentatiye;time‘ana”ﬁo.pe,plgced'on their schedules. Your call
should be followed by a Tetter to the panélists during the-first week of the

\\¥ workshop. The following is an -excerpt _from letters that have been sent to

panelists:

We are currently conducting a six-session workshop on Management Basics.
for Minority Women. It is designed for minority women who are in non-
N supeqyisony‘positions or new to the work force and who are concerned
" with advancing into management, developing communication skills, de-
" veloping decision-making skills and working with people.

?

N . We are pleased that your schedule permits you to be our guest on
L -(date and time). Members of the panel will include (1ist names).
\\“. v.r_'J 3 .

We hye paﬁticu]ar]y interested’in having you address the issue of working
with\people from your perspective as a member of a minority group and

as a woman. Questions you might consider while preparing’ your remarks
include. the following: y ' .
A

4 N C) 7 e
Lt vt s lrumointan B

o vy ity ey sttt o s,

What\ problems have you encountered because.you are a woman and/or
a minority group member? )
' What ways have you devised to cope with these problems effectively
(and'what methods have you found to be ineffective in coping
with these problems)?

P S

ERRGNAY 4



What advantagec and disadvantages do you have as a minority group
member and/or woman?

What advice can you give to a minority woman who is asp1r1nq to
a management position? : ,

If possible, we would Tike you to limit your remarks to from 5 to 7
minutes. A question-and-answer period will follow, allowing partici-
pants an opportunity to gain additioral insights.

Your letter-should conclude by reiterating the date, time and place of the
meeting. Give your phone number so that panelists can call you for further
information if necessary or can a]ert you to any last-minute scheduling
'd1ff1cult1es

It is, of course, impossible to provide specific information about what will

occur in this session. The success of the session depends almost entirely 1
on the managerial expertise and remarks of the panelists and on the responses
of the participants. The role of the facilitators is to encourage discussion
by Jud1c1ousTy adding pertinent comments and n‘k1ng sure that all are at

ease.- It is best to declare this a.ciosed session, since some of the informa-
tion that panelists wish to share could be of a confidential nature. If par-
ticipants and panelists are made aware of a policy of confidentiality, the
panelists usually will be more willing to share important information..

Incidentally, this session of the workshop has proved to be informative and
exciting, not only for participants, but also for panelists. ‘

(Note: Because the panelists have arranged their schedules to accommodate
you in an information-sharing session, it is nice.-to try to provide them
with a small honorarium. This expression of gratitude, depending on your
budget, could range from $10.00 to $25.00. The panelists will appreciate
this small token of thanks.) . .

. (\\ 66
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+ Facilitators should next ask participants to complete the validation exercise

-minutes should be spent on this exercise. . L

SESSION VI: WORKING WITH PEOPLE (continued)

e h st e L At e

FEEDBACK ON PANEL DISCUSSION

Facilitators should begin this session by allowing 15 to 20 minutes for
feedback on the panel discussion. This is an opportunity for participants :
to ask questions or share thoughts ‘hout the panel, after Kaving had some v
time to reflect. , .

SUMMARY .. : ° .

° o

(see participant materials), which is.seif-explanatory. About 20 to 30

At the completion of %he validation exercise, participants should come back
to the full group. Ask each participant to take a few minutes to complete ;
the workshop evaluation form. Collect the forms as participants complete them. b

If applicable, facilitators should award each participant a C.E.D. certificate. =5
Suggest that recipients might wish to make copies of their certificates and
have them placed in their personnel files at work. . .
Conclude the workshop by summarizing the goals and expressing what you .feel
has been acccmplished. Allow time for participants to share any comments . ¥
they might have. Before dismissal time, give _each participant a 1ist of _
the names, addresses and phone numbers of all participants. ’

Note: Facilitators should meet within a week or two following the last session :
of the workshop. to share the workshop evaluation forms and to discuss the design 5
and format of the workshop, as wéll as any deletions or additions that might
be helpful for the next workshop. :

Also, since facilitators do not participate in.the validation_exercise, . L
you might want to write a short note to each participant. The note should )
reflect your personal method of validating one or two characteristics or -
behaviors you noted during the workshop. You might also offer encouragement E -
to each participant in her efforts to achieve her career goals.._ Also; send
thank-you notes to the role models, along with an honorarium for their
services.

-
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- . MANAGING ORGANIZATIONS:
LISTEN, LEARN & LEAD*

; *: . Some people aren't interested in'being managers--they . want to be bosses.

& They'd rather nave people work for them than with them. They seem to think

L " the people they ‘supervise are not only subordinate in rank, but inferior in.

o character and ability. ' .

¢ "I don't want initiative or co.neration from an employee," states one man in .

his mid=30s who runs his own novelty distribution (usiness. "I want obedience."
v What he's’ gotten so far in his four-year-old company is very high personnél
L turnover. .

° 4

B Contrary to popular opinion, being a manager doesn't come naturally to most \
v people.. Yet, ince so much good management thinking sounds Tike obvious
common- sense/once- you héar it, it's also.hard to convince people that they
have something to learn about making the best use of an enterprise's human .
and material resources. Furtherfiore, since many poorly managed enterprises )
still deliver their basic services somehow and, if profit-orientéd, make .
" some money, the decision-makers in these institutions rémain either unaware
of or indifferent to the high price poor management exacts. in human stress

. N

ahd material waste. The attitude often seems to be, "wg're getting thé job

H .

done, so what's the problem?® . .

The problem is how to.get the job done well, how to- get the most out of what
“is invested in staff and Waterial, how to explore the .Unrealized ,capabilitie.
of _the enterprise: _the problem is how to manage organizations, be they
‘business entities, social institutions, political. units, or civic and cultural

organizations. -

® . . ¢

Solving this problem is the 1ife's work of three successful managers--call
them Hannah,. Wayne, and Dan--who each make over $40,000 a year managing
,Jrganizations. After several years in a private social agency and a corpora-
tion; Hannah has become the executive Vice-presideng of a prestigious national
L nonprofit organization. Wayne and Dan are firmly entrenched middle managers

: in..Fortune 100 corporations. Together, these three have over 55 years of
zi. — —— -MainstFeam managerial experience.

P R o CERRT Iy
ALY

g "2\‘ &
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. ..In talking about-what it takes to be a good manager, all three_initially

, stressed persondl qualities a manager needs. They emphasized knowing your-
P _self, and being honest about, and comfortable with, what you know.

¥t e - N .

"People react to the vibrations you project," says Wayne. His voice, a dark-
timbred tenor, is carefully even and soothing. He seems conscious about not
raising anyone's temperature. "So if you're comfortable with yourself and
with the function you hold, that's almost half the battle right there."

*By Judy Simmons (@ writer formerly in management with AT&T). Reprinted with
permission from Black Enterprise magazine, November 1978. Copyright © 1978,
Earl G. Graves Publishing Company, Inc.
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—-everyone did everything--and you learned about teamwork.. I've never seen

~"“If you're black, you dqn't have a peer group to talk to," he explains. "I had

Accordmg to Wayne, the dues ‘paid for getting comfortable, especially by black ."':
managers in big corporations, are self-reliance, se]f-eva]uat1on, and disci- '
pline.

H

to internalize, depend on myself. The isolation makes you ask yourself critical
questions about your own perfonnance. And you've got to come up with the honest
answers or you don't survive.

"Above~a]1 you've got to keep your coo] " Wayne adds.* “Wn1te peop]e expect r
blacks to b]ow It takes a steely d1sc1p11ne to project’ the right style, and
style governs substance in this bus1ness "

Speaking with the crisp competency of a Southern- ]ady schoo] pr1nc1pa] Hannah
highlights the importance of self-confidence. "A manager,-especially a black
woman manager, must have a good sense of self. She has to be securge enqugh of
her own capabilities to compete with white men ip.their. environment." Hannah

is five feet, .ten. inches tall and speaks clearly and def1n1te]y It's easy

to imagine her directing other people. §

Hannah stresses that women managers must come to terms with- traditional feminine
role expectations if they are to be effective. "Most women over thirty or
thirty-five have some conflict about what a woman should and shculd not do in
relation to men; often the conflict is unconscious. I seem to be lucky-enough

not to be bothered by that as much as some women I know," she says. "I think
growing up on a “farm.had' a lot to do with that. Work had no ‘gender there-- '

myself as being an extension of males, and I don't have much ambivalence about
compet.ng with and supervising mei." .

-«
v

The persgnal qualities that Dan feels are necessary for good managers are
honesty, courage, and accountability.

"There are those people who think management is a cold, calculating science,"

Dan said, "but it all boils down to a basic attitude about people and about

oneself. . I must be open and honest with people in order to get good morale,

and mora]e is a crucial factor in any work group\ I have to know who /I am

and where I stand on issues and principles. I don't mind sharing these per-

ceptions with my subordinates." . : p
f*

Now approaching 59, Dan has logged over 25 years in management, mostly corporate.

He is-about six - :t tall with burnished teak-brown coloring. As he speaks in

a velvet orator' aritone, using unaccented standard English flawlessly, it

is obvious that . s quite comfortable with being an over-$60,000-a-year

corporate man. ' .

"A basic weakness of the professipnal managerial class is the avoidance of
accountability," states Dan. "Like bureaucrats, prifessional managers are
getting further away from personal responsibility and risk-taking."

o
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nan_qs bltlnglyﬂcrxtncal -of _managers- who -lack-courage -and--a- strong-sense—of
respons1b111ty "Black managers, with few exceptions, are gutless wonders.
3 I'd rather place the black employment cause in the hands of white women
“ "~ because so many black managers are bull artists. Many of those who carry )
: vice-president titles have no cuurage and conform far siore than is actually -
required.

i

"Of course, the selection process by whites chooses these gutless wonders,"
Dan adds. "The whites'weed out more aggressive, hard-charging go-getter,
blacks through evaluation, calling them brash, abrasive, and insensitive.

They want some foot-shuffling darky who wiTl say, 'Yassuh, massa:‘"

To the obvious question of how he has survived and f]ourished in this climate,
Dan replied: "Sooner or later, it comes down to taking care of serious busi-
ness. When they come to me for that, I've got a perspective useful tq the
corporation, and a plan of act1on

"One of my strengths is a naturally good- sense of timing. There are many
situations in management when timing is key--the right thing at the wrong time
can be disastrous." .

The personal qualities discussed by Hannah, Wayne, and Dan are the.basis for
their management styles. There are as many sty]es for managing people as

. there are theories about human nature. Managers' styTes reflect what they

) think about their fellow human beings and. about themselves. -

Q ’ Someone who assumes that people are basically uninterested in work, want to
get as much as they can for nothing, and tend to avoid responsibility will
probably choose an author1tar1an style similar to that of the man who wants

: obedience from his employees. ' Someone who feels that people enjoy meaning-

e ful work, generally accept the responsibilitiés that go with employment, and

: respond to reason will 11ke1y be attracted to more participative management
styles.

Since World War II, American management phiiosophies have moved toward humanism.
Instead of the task-oriented management that led to stultifying assembly lines,
. the tendency now is to focus on sat1sfy1ng people so they can give their best
) efforts to accomplishing the work. A major reason for this shift (for those
— who are unmoved by arguments based on- emphathv and-compassion) s the simple
' fact that disgruntled employees are expensive: they take a lot of sick leave;
they get careless and have accidents; ‘they interfere‘with other employees'
ability to werk; file union gr1evances that eat up supervisors' time; they
creaté hitches in the work flow; they qu1t taking with them expertise that
the enterprise has paid for them to acquire, and necessitating®more company in-
vestment in training new people. o

- A manager's task is to minimize_problems_like these by ‘creating.a work ehviron=
- ment that encourages attendance, product1v1ty, and commitment. Managers can
make a start on this by spending some time in introspection to figure out what
they do think about 'the nature of working humans; then they can consciously
' ~ choose a management sty]e that they should apply consistently in the work




environment. Since*the manager's style sets the climate of the work enyiron-
ment, it shou]d be based on somethi" 3 more dependable than personal whim
varying daity and hourly with one's moods.

A basic understandirg managers and subordinates must come to is precisely what
to expect of each other. 1In the larger corporations, this understanding/ is
based on detailed job descriptions, which manager and subordinate prepare and
discuss. Sometimes as @ result of such discussions,  jobs are redesignéd so
that the job structyres allow subordinates to meet managerial expectations.

Too often. managers have hidden agendas which they Spring on subordinates after
something has “gone wrong," leaving subordinates bewildered ard bitter because.
t?ey didn't even know what the game was, much less how they were expected to
play it. ! .

"This withholding of information is a maripulative device used by some manageré )

to 'keep 'em off balance so they can't gang up on us." Such managers feel
their authority will be undermined if subordinates understarid the whole program
and take adult and equal roles. ’

Dan's approach to supervising people shows he is very mueh aware of the need
to be clear about expettations. "I think management is basically teaching,"
he said. "You lay out responsibilities, get understandings with your people,
and then let them go. But, of %ourse, you don't abdicate. You keep yourself
available for advice and counsel. ‘ '

"When I take over an organization, I make an assessment of the strengths and
weaknesses of the staff. Then I try to get us comfortable with each other.

I tell them I don't second-guess them: there's no Monday-morning quarter- .

backing because hindsight is always 20-20. But, I tell them, if many mistakes
‘are made, I'11. begin to question their judgment, and that leads to my losing
confidence in them. If that continues, it's sufficient reason for removing
them from my’ organization." °
It's axiomatic that these basic steps of management--defining jobs and setting
mutually understood objectives--require full two-way communication between
manager and subordinate. 'Wayne and Hannah both emphasize the importance of
listening as a managerial technique.

N . o - R —"\ -
You have to be a bigger receiver than transmitter," explains Wayne. "Yoli
can never learn all there is to knoy about your people. You- have to establish
rapport, put yourself in other people's shoes. -People basically want to know
where they stand--the less ambiguity, the better." .

Adds Hannah, "You need to listen. Listening is a definite skill--not Jjust
what they say, but how they say it. And you neeg to obsérve them, see whom
else they talk with regularly so you'll know what sorts of aitiances_exXist

i the work group.

"You also need to find out what your people are interested in, what their
personal goals are, and how those goals mesh with the organization. A manager
must get people to work together to accomp]ish organizational goals. So you
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‘ " have to know their strengths and desires, how they view the orgar'i'*izat-i"dn, and .
s —what specific things motivate them. And it's important to solicit their ideas - P
e ‘ of how things can work." . . : . .

What Hannak described is the two-way feedbayk process that is.essential to
effective management. Regular feedback that-managers give subordinates ol how
«they're doing is essential for their improved perfermance, and their develcpment-
of additional job skills. Feedback from subordinates to managers provides
vatuable information on job procedurés, work problems, and morale and persong’- -
- needs. Feedback in the form of annual performance appraisals, compiled from
notes managers should make regularly during the year,.is the basis for subor- .
dirates' raises and promotions (or the lack of them). And feedback on poor
perfuormance and unsatisfactory behavior, such-as persistent absenteeism, is -a
cornerstone of progressive discipline. When a manager can show that a disci-
plimary step such as firing was preceded by adequate mutual communication about .
the problem and its consequences (from docking wages to dismissal), it gives ,
the manager an airtight casa2 in the event of arbitration, and takes a lot of
stress and strain off the manager's conscience and nervous system.

And black managers particularly need to minimize the strain they're under.
According to Bryant Rollins, a program leader in the Americ:n Managament Asso-.
ciations' seminars for black managers, the rate of high-blood pressure, ulcers,
- and other stress-related illneises is about. twice as high among black managers
" as among their white counterparts. He attributes the additional stress to the
: _ fact that black managers have fewer support systems,-both-within and without
: o - the corporation, and pay more dearly fofunistakgs. (This also contributes
; ‘ to the black manager's unwillingness to initjate -~tion and take risks.)
Another factor he cites is internal pressure from the self-ioubt which “he
society cuTtivates disproportionately in black #ndividuals.- He told the.story
of one biack woman whose white subordinates ignored her, taking their problems
. and questions to one of her white peers. It took six months--and input from >
~ -~ ~other-btack maragers ata semina==forthis -woman—to—admit—theprobi
her subordinates' attitudes but her own lack of confidence and unwilling
confront white people. After facing that, she was able to tell her staffiwhat
she expected of them, and straighten out the peer as-well.

One of the best ways for the manager to take off unnecessary ‘pressure is b
having the ability to admit mistakes--a rare quality shared by Hannah, Wayn
and Dan. . .

- "It's interesting," says Wayne, "when you've made a mistake and somebody is
P ready to nail you to the wall, you just say, 'I blew that--it's my fault, and
g here's what we can do about it.' Nine times out of ten, you'll have them eating
<, out of your hand. And when your own subordinates make mistakes, you should
v never criticize them in front of other people. You may chew them up ofe side
and down the other in private, but if you support them when’ they need it, you
get real loyalty and respect.” L .

Says,Dan: "I have no problem saying I don't know. And when it comes to
mist%kes, I'm not omnipotent and I let people know that." .

i Sumping up the challenge. of managing organizations, and reflecting on the

i Q qurar%ties that experienced managers sucn as Hanrah, Wayne, and Dan bring to .
L the job,, on€ thify is c]ear§ good mapagement may be common sense, but good

i managers are not comm:n people.
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vn. TPATTAY EXERCISE

&

3

strengthens a relationship and offers the possibility
person from self-doubts and -anxieties. ' B

The-experience of giving and receiving validation may

validation -needs to be -an honest

another person¢ "Owning® the ‘validation is necessar

"you"" statements.

it is impbrtant strenuousl
better"), others ("You rea

_ 11y don't know me"), or the
("That's dumb").

Exercise Groups
5 to 6 people

Select a recorder and give her your paper. -

1.
2.
3.7
4.
L

Vé]fdation--thg‘ppocess ofAconffrmiﬁg"gr;xglidatjng~another person's
or individual characteristics--is a caring, human expression.

fortable; however, with practice this ‘discomfort. can be overcome, Positive
statement of one:person's experience of

. appreciate...," "I find you..."): ,This "I" language focuses-the statement
on -the experiencing of the other ‘person and avoids judgmental and. evaluative

There are tko areas of consideration in developing or enhancing the ability

to receive ga]idafion from othars: First, it is sometiines necessiry to give

oneself "permission" to receive .positive comments or compliments. | Second,
y_to avoid discounting oneself ("I-could have done.

Developing a responding statement ("Thank.you," "That feels 3
. good," "I appreciate that") and practicing or role playing the experience oo
" are ways to develop and -enhance your validating skills. e

One group member will be the focus of attention and the others will make
validating or affirming statements about that person.
When you are the focus of attention, Tlisten carefully and enjoy the

v

'
” ’
o
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e

behavior .
Validation LG
of freeing; the other . o

|

x
initially be uncom-

("1 value...," "I
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validation statement

s
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experience. Respond with appreciation and/or acceptance. .
Your recorder will 1list the statements diven to you by each group member.
i
Your name Recorder
].
2. ___ -
"3,
N 4'
5. g \ _
6. %




WORKSHOP EVALUATION 1

The questions below have been designed to 4id us in\the evaluation of various
aspects of this workshop. We are interested in obta?ning yeur honest evalua-
tion so that this information can be used ?o plan fu%ure workshops that will

provide maximum benefit to participants. .

j : |
‘Section I: U \
) . | ! it

=y o . ; \

// For each question, please rate your response on a S-roi?t scale, according

/ to the definitions at the top of each column. A space WZO) at. the end of

-, . ..the: first section is provided for any explanation of your responses you may
- (/- want to provide. e VT

; 'i;wl )

K ! / . .
Please circle the number on the scale moﬁt closely matching your response to
each ‘question. N \

¥

BN Not ’ Quite A
. at Very a great
. ) all little Some bit ~ deal

1

Didyou like the structure ] 2 .4 .5
of the workshop?

Did the workshop succeed in
meeting its stated goals
and objectives? '

Did the workshop fulfill your
personal goals and expectations?

Did you feel there was enough
time for discussion?

Did you feel discussions were
instructive and relevant?

¢

Did you. find the contact with . _
minority women- from other~com- °
panies helpful and instructive?
Did you feel there was enough
time for informal meetings with
the vorkshop leader(s) and with
otherzparticipants?

Was the level of the workshop
to¢ advanced?

1




10,

11.
12.

13.
14,
15.

" 16.

13.

19.

20.

Was the level of the workshop
too basic?

Do you feel you learned some-
thing in this workshop that
you will try out on your \

present job?

F3

Do you anticipate u51ng the

things you learned in future
jobs? .

Did this workshop alter your

career plans.in any way?

Do you feel more capable of
handling probiems with a man-
ager or a supervisor after
having “attended this workshop?-

- Did the workshop’1eader(s‘ lec- -

ture in an interesting and
uhderstandable way?

D1d the workshop leader(s)
seem informed about the sub-
Ject matter?

Did the Tleader(s L seem willing
tu teach and to share know]edge
with the group?

D1d the ]eader(s) use the time
prov1ded in the most effective
way?

Did the leader(s) facilitate
the group in sharing ideas and
in 1earn1ng from edch other?

o

Did the leader(s) encourage ques-

tions and group discussions?

Please use this 'space .to qualify or exo]a1n any of your responses to the

above questions:

&85

Not Quite A =
at JVery a great s
all - Tittle Some bit deal ‘
1 2 3 4 5 L
1 2 3 4 5
1 2 3 4. 5 |
1 2 3 4 5 -
1 2 3 4 5 f
1 2 3 4 5
o
1 .2 3 4 N B
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
] 2 3 4 5
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Section I1:

+ Please inﬁicate, in youf own words, the weak and'strong poiﬁts of the workshop.

1. Please describe the idea, congept, feeling, eté., that you learned or ex-
perienced in this workshop which you were the most impressed by and which
you will use or would 1ike to use in the future. )

@
o

@

What “did you most enjoy about‘the workshop?

¢ ”

-

" a

3. What did you least enjoy about the wbrkshop? What sugéestions do you have
° to ifiprove it?

°

Do you have complaints concerning the physical aspects of 'the workshop
(the room was too hot/cold; there was too mugh outside noise; etc.)?

Did you miss an} part ‘of “he workshop? Yes
If yes, which part(s) and why?

* <
I

|




7.

W

Would you like to receive any additional job-related training? If so,
please indicate the type of training (business skills, budgeting and
problem solving, organizaticnal skills, assertiveness trainingz.pareer

plannirg, Interviewing skills, etc.). i -

Additional comments concerning the workshop:

Co
~4
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APPENDIX A

Two-Track Model: Decision-Making Paradigm

°

v
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PROBLEM

LN
H

el
v

oot prng N _-

A one-sentence statement of the problem, which is consistent with the informa-
tion on hand, objectives and information needed. Its validity is tested by
rating relevant information and review by experts.

.’ INFORMATION ON HAND __,///"//////A\\\\\\\\\\\\

[N

o

- —OBJECTIVES '
/'The specific information Results needed or limita-
concarning the problem. \ tions that relate to the

Elements include who, problem.” These are likely . --
what, where, when and . to.refer to money,-people,
why data. / time,- resources, location
/ ] - | and goals.
- | ) i | ) - ,
) - . . . .
. INFORMATION NEEDED i | _OPTIONS

o

Additional-information
required for making a
choice between options.

Alternativé solutions to
the problem. Shculd be re-
viewed for desirability and

I Quality in evidence is
N achieved by comprehen- °
siveness, concreteness
and relevance. '

feasibility and for con-
sistency with problem
statements and objectives.

DECISION - . .
The "best" optibn . / ‘
] IMPLEMENTAT 10K ' '

The planned use of resources to accomplish the decision. Requires systematic
review of trouble spots and "solving" potential problems. .




APPENDIX é\\\

WHAT RULES DO YOU HAVE?Y ' :

o . .

Many wcmen Tearn to be s;bordinate by/jnterna]iz:ég\many self-Timiting rules -
learned from the socialiZing process. / Some of these rules are listed below. 3
, Focusing on your own beliefs will raise your own awareness of the possible -l
e - effects of these beiiefs on your behavior. What iSvsigquicant in each rule
P is the use of the words ought, must, should and have to.\ This indicates the
H controlling influence of the ruTe’and prevents flexibi]ityh Placing unreason- )
v able demands on yourself can work. in reverse and cause excéSgive expectations - y
. B ‘ which often lead to failure, discouragement or a hesitance to\§tart an activity.

NI

Read the following 1ist and check apy rules which &ou feel are\}'significant
influence on your attitude or your ‘behavior. \\\

\ .

I have to be right.

I have to impress others.
I must be in control.. -
I should be-liked"

1.

, 2.
3. _
4. ,

_5.I-must always know the answers.

- 6. I must be totally responsible. . °

7. It's necessary to win.

8. I ought always to be iriformed.

.1 have to be logical and rational.

10. I must always trust and’obey authority.

11 It is necessary for me to earn the right to play.

~
w0

s 12, I can't be inconsistent.
13. 1 can't be Aate.
14. 1 have to be perfect. - /
15. I'm always ablée to take it. °

+16. 1 must conform. -
7. I have to finish, everything.

i Other possible rules or messages:

1. Never say no. o ’
2." Srile, no matter how you feel.
3. Always_tey-to improve, ‘
—A=—"Never brag--never claim your strengths.
5. Don't ask for what you want. /
Suggestion: Work toward changing the words which are other-directed words

. (have tp, must, can't, ought, should) to inner- or self-directed words
(choosel decide, plan, want).

/
A

>
° '

; *Source: New Life Options: The Working Women's Resource Book, by Resalind

§- K. Loring and Herber. A. Otto. Copyright © 1976, McGraw-Hill Book Company.
‘ Used with the permission of McGraw-Hill Book Company. (Practical, complete

L and comprehensive coverage of the problems and possibilities for women in the
. working world. Deals with home/job, mei./women, subordinate/superior relation-
2 ships, as well as organization/individual issues.. ).
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_APPENDIX C ' .

WHAT" WOMEN CAN pO*

.

Women traditionally have different developmental experiences than men. a fact
which results from the culture's views toward sex roles. (This is evident in
the infant nursery. Adults make different sounds and use different expressicns
with an infant wrapped in a blue blanket than with an infant wrapped in a pink
blanket.} As women enter the traditionally male area of managenent, it is
necessary to be aware of these difference$ and to deal with these issues as
they become apparent..

A list of suggestions follows:

1. Accept the differences and learn how to overcome them. Possible exam-
ples: anxiousness ‘over conflict, vulnerability to criticism, a
hesitancy to risk.and/or difficulty with initiating causes. These
situations need to- be anticipated and planned for. Practice at the
Towest risk levels will build confidence and one's ‘ability to handle
these situations at more intense Tevels. - g

2. Decide if you really want to Succwed in a management career; evaluate 4
the costs and the benefits. :

3. Develop and implement active career plans. -
4. Detersine present and possible persenal levels of knowledge, skill

/ and competence; identify the skills needed and make plans to acquire ;
these skills. ' S

5. Find a coach, godmother, mentor in a senior position to guide and
support your career. .

R e e L e v o vt sy eny
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6. Become tamiliar with the informal relationships which usually exist
) . 1in organizations. .

7. Develop awareness of male/female role issues on the job and make -
plens_or.procedures to avoid difficulties. i

8. Develop home/career plans.

1

v
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*From The Managerial Woman, by Margaret Hennig and Anne Jardim. Copyright ©
1976, 1977 by Margaret riennig and Anne Jardim. Reprinted by permission of
Doubleday and- Company, Inc. (A current, well-written book which explores
the differences in the developmental and cultural experiences of men-and
women and the effect of these differences on managerial skills and carez-s.)
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